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The endless cycle of idea and action, 

Endless invention, endless experiment. 

Brings knowledge of motion, but not of stillness; 

Knowledge of speech, but not of silence; 

...... All our knowledge brings us nearer to our ignorance. 

...... Where is the wisdom we have lost in knowledge? 

Where is the knowledge we have lost in information? 

T.S. Eliot (1986:107) 



ABSTRACT 

TITLE: A narrative investigation to explore the impact o f  construction of reality on 

motivation in the industry. 

KEYWORDS: Construction o f  reality, motivation, narrative approach, culture o f  origin, 

organisational culture, internal locus o f  control, exlernal locus o f  control, 

modernism, postmodernism. 

The objective of this research study is to attempt to determine whether the realities or life-stories 

that successful' employees construct with input from both their cultures of origin (external culture) and the 

organisational (internal) culture impact on their state of motivation in the workplace. 

This minidissertation is approached from both a theoretical and practical point of view. Related 

theories and perspectives are explored in an attempt to arrive at an understanding of the philosophy 

pertaining to construction of reality and motivation in the workplace. Individual narrative discussions were 

conducted with successful employees, also referred to as respondents, in the research and development 

division of a South ~frican' target industry in an effort to determine whether internal andlor external locus 

of control impacted on construction of reality and subsequently on work-related motivation. The results 

from a motivation questionnaire were also incorporated in the research study in order to try to determine 

whether it supported the findings from the narrative discussions. 

It can be conduded from this study that successful employees are mostly also motivated 

employees and that both their cultures of origin and the organisational culture impact on their construction 

of reality regarding motivation in the workplace. Furthermore, this explwation revealed that an employee's 

construction of reality definitely impacts on his3 motivation. It is also evident from this research study that 

these employees have an internal andlor external locus of control. It seemed insignificant whether the 

respondents were motivated by internal or external factors, but what distinguished them from the other 

employees were the finding that they were in fact motivated by some or other factor. 

This study confirmed that different motivational factors impact on different employees as a result of 

their uniquely constructed realities regarding work-related motivation and success. The challenge for 

organisations therefore lies in determining which specific, culturally determined internal andlor external 

factors motivate individual employees. This will enable them to instigate, sustain or increase the 

motivation of their employees. 



A NOTE TO THE TEXT 

Both the reference to sources in the text and the bibliography (source list) of this dissertation comply with 

the Haward method, which is subscribed to by the International Standards Organisation and the HSRC 

and is widely accepted as a g d  scholariy reference style. Van der Walt's application of the Haward 

method, as reflected in the Scientific Skills Series: Quoting Sources (1999), was used. 
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CHAPTER 1 

ORIENTATION TO THE RESEARCH STUDY 

1.1 Introduction and problemsetting 

4 Emst von Glasersfeld (1987:30), a linguist, argues that the world must be as we experience it to be, 

because we construct it. It seems as if each individual constructs his own reality with information from the 

environment he has been exposed to over time and his unique interpretation thereof, and then lives 

according to this construction. This research study is an attempt to explore the impact that this self- 

constructed reality may have on the motivation of successful employees in the research and development 

division of a target industry in South Africa. The assumption is made that successful employees are also 

motivated employees by implication. The exploration will mainly be conducted from a narrative point of 

view where the understanding is that individual life-stories are constructed and form the 'template" that 

determines and directs the behaviour of a particular individual. Jerome Bruner (198735) confirms that 

human beings are persistent and expert storytellers and have the habit of becoming the stories they tell. 

The researcher intends to explore how these constructions that the target group or respondents make 

regarding reality, influence the meanings they attach to 'motivation" and 'success" in the workplace and 

the impact that this meaning or interpretation. in turn, has on their motivation and success in the 

workplace. The assumption is made that the understanding of the terminologies 'motivation" and 

'success" in the workplace may not even be interpreted (and experienced) similarly by all the 

respondents. Individual constructions and interpretations of the meaning of these terminologies will be 

explored in Chapter 6. 

Viteles (1954381) says that investigations regarding motivation and morale in the industry indicated that 

no single need could be identified as standing out for all employees in American industries. In other 

words, different employees are motivated by different needs. The basic needs for shelter, f w d  and 

fundamentals of living were then taken as being satisfied. Woodsmall (1991:49) contends that people 

usually show a preference for elther achieving andlor avoiding issues. He argues that people will do 

things because they either want to accomplish something (usually for the sake of pleasure) or they wish 

to avoid the other side (displeasure). These things people move toward or away from are called values 



according to him. He defines values as those things on which a person wants to spend time, energy and 

resources to either achieve or avoid. 

Levels of motivation and degrees of success in the workplace are different for different employees and 

directly impact on the success of various organisations and industries. If these individual differences can 

be explored and one can arrive at an understanding of the uniqueness of each individual in the industry, 

one may come to understand what motivates different individuals or what can be done to instigate 

motivation that will ultimately lead to individual and organisational success. If one can discover how 

employees construct the "templates" according to which they interpret and live their lives and how to alter 

or rewrite it, one may have a solution to lighting and encouraging the fire of motivation within employees. 

1.2 Research question 

Most research studies (some of which will be reflected and discussed in Chapter 4) approach motivation 

in the workplace from a performance andlor achievement perspective and try to measure output andlor 

the employee's state of motivation. The former is usually measured by using some form of performance 

evaluation and the latter is usually quantitatively measured by psychometric tests or questionnaires. 

The purpose of this research study is to explore the self-constructed realities of individuals within a 

respondent group in the research and development division in a specific SA industry from a qualitative, 

and specifically a narrative, point of view in order to try to determine whether input from their cultures of 

origin (external culture) andlor the organisational (internal) culture impact on their individually ~0nStNcted 

realities and subsequently on their state of motivation in the workplace. Furthermore the research study 

will focus on whether internal andlor external locus of control determine work-related motivation. In other 

words, it is an attempt to establish how an employee constructs his life-story or reality, whether he is 

internally or externally controlled and how this impacts on his motivation and subsequent success in the 

workplace. The assumption is made that both the culture of origin (external culture) and the 

organisational culture (internal culture) impact on construction of reality. 

A quantitative approach is also followed in this research study, where the results from a motivation 

questionnaire, completed by all of the mentioned respondents, are also included in order to try to 

determine whether the quantitative research findings support the qualitative findings. 

1.2.1 Construction of reality from a cultural perspective 

'Lived experiences" provide individuals with the knowledge they have about the world, according to 

White and Epston (1990:9-10). Von Glasersfeld (1987:30) believes that knowledge is always constrained 

by prior constructions. These constructions originate from interactions and interpretations in social 

contexts. Social constructivism (see 3.4) refers to social processes, language and culture, according to 

Hoffman (1990:Z). If it is believed that individuals are the products of a socially ~0nStNcted environment, 



the assumption can be made that their cultures of origin are socially determined. According to Gergen 

(1985:268) social constructionism (as he refers to it) reflects the social interpretation and intersubjective 

meaning of language, family and culture. Furthermore, he asserts that individuals are 'manifestations of 

relatedness" (Gergen. 1991:170). They are both the inventors and inventions of culture, according MOller, 

2000:33. Their parents were most likely influenced initially by their socially constructed cunure of origin 

(external culture) and in turn they exposed them to it. It is therefore that Daniel Goleman (1996: xiii) says 

that the remedy or solution to many problems lies in 'how [they] prepare [their] young for life". Ruggie 

(1998:856) quotes Max Weber as saying that cultural identity determines family identity, which 

determines personal identity. De Villiers (1997:38) confirms the impact of the social environment on an 

individual's seif-perception [and self-constructed reality] when he suggests that a neurosis should actually 

be called a 'sociosis'. 

Organisational cuItum (internal culture) is referred to as the 'personality" of an organisation, which stems 

from the collective personalities of the employees, specifically those in managerial and supervisory 

positions (Landy & Trumbo, 1980). They also hold that organisational culture is the result of previous 

crises, achievements, successes and failures within the organisation in relation to the people's reactions 

to and interpretations thereof. Landman (1999:2021) concludes that assumptions regarding reality, the 

truth, time. human nature and interpersonal relationships are based on organisational culture. Group 

norms determine an individual's reactions even outside a particular group, according to Sherif (1948:177). 

The relevance for the industry is that an employee will probably also transfer groupdetermined (or culture 

of origin-determined) norms from one situation to the following. This will impact on the "personality" of any 

organisation. 

Gosteli (1996:24) states that a specific culture, organisation climate and communication skills create 

interest within individuals and, according to him, that is the most important source of motivation. An 

employee's culture of origin and the organisational culture both seem to impact on his construction of 

reality and this perceived reality, in turn, seems to impact on his work-related motivation. The target 

industry, referred to in this research study, is a multi-racial and multi-cultural organisation. Culture of 

origin and organisational culture is discussed in more detail in Chapter 5. The organisational culture 

within the target industry at a given point in time is also reflected in Chapter 5. The culture of origin with 

reference to the respondents that took part in this research study and the role and impact of both culture 

of origin and organisational culture relating to the respondents' experiences of reality and the 

interpretations and constructions resulting from that. is reflected and discussed in Chapter 6. 

1.2.2 Motivation in the workplace, with specific reference to locus of control 

Motivation in the workplace is an age-old phenomenon that has often been under investigation. It is 

probably because it is such a crucial and complex driving force behind human behaviour. It is 

continuously explored in an attempt to arrive at a better understanding thereof. and to enhance the impact 

it has on humankind. 



Motivation 'energizes, maintains and guides behavior, according to Hudy (1992:63). He suggests that 

managers should light a fire within their employees and not necessarily underneath them. There are 

various work-related motivation theories, some of which are discussed in Chapter 4, that attempt to 

explain what motivates and demotivates employees. The Content Theories (see 4.3.1) of motivation focus 

on internal factors that motivate employees. A Process Theory (see 4.3.2) describes different 

components that motivate employees. Learning Theories (see 4.3.3) suggest that there is an underlying 

link between learning and motivation. Various other theories and motivation models are also explored to 

enhance understanding of what motivates (and demotivates) employees in the workplace. If we can 

understand the driving force behind (within) employees, we can probably influence their state of 

motivation. 

Rotter (1966:l) refers to locus of control (see 4.6) as a dimension of personality that indicates to what 

extent a person feels that he (internal control) or situational factors (external control) determine his 

behaviour. He believes that people behave differently because of locus of control. An internal locus of 

control (see 4.6.1) includes internal mechanisms like instincts, personality traits and thought processes 

that impact on behaviour, according to Mitchell (1984:7-8). Individuals with an external locus of control 

(see 4.6.2) believe that factors like luck, chance, fate and other's powers will determine the outcome of 

their actions (Rotter. 1966:l). Spector (1982) suggests that locus of control is a significant factor with 

reference to an employee's level of compliance with coercive power, which in turn is significant in the 

development of organisational climate and the employee's acceptance of this climate. 

1.2.3 A narrative perspective 

Anderson (1993:324) suggests that we 'live and understand our lives through socially constructed 

narrative realities". Realities are created through language and imbedded in the stories we tell about 

these 'perceived realities". 

A 'social dialogical procedure" was followed in this research study for the "generation and the expansion 

of intelligibility". to use Gergen and Gergen's (1984:86) terminology. Narrative discussions give 

respondents the opportunity to share their life-stories, experiences and interpretations thereof in an 

informal manner. The narrative approach is imbedded in an epistemology of reality and is concerned with 

facilitating the finding of the not-so-obvious solutions, which may be hidden within an individual and his 

social environment. 



1.3. Research methods 

1.3.1 The target industry and the respondents 

Successful employees or respondents from the research and development division of a particular multi- 

cultural South African industry were invited to participate in this research study. They were identified and 

selected by means of electronic data spreadsheets according to an above-normal performance appraisal 

record over a period of three years (1998,1999 and 2000) and they had all been promoted to the next job 

level at least once within the previous 24 months. Chapter 2 retlects more details with regard to these 

respondents. 

1.3.2 The exploration 

Berg (1995:236) confirms that no one measurement or research method is perfect. Reality can be 

explored more realistically and objectively by using different techniques and approaching it from different 

perspectives. Therefore, both quantitative (see 2.5.1) and qualitative (see 2.6.1) research approaches 

were followed to explore and interpret the unique realities or lived experiences of these respondents. 

Motivation questionnaires (see results in Annexure F) and narrative discussions (see Chapter 6) were 

incorporated, which allowed the exploration to be approached from a modernist (quantitative) and a 

postmodernist (qualitative) point of view respectively. Strauss and Corbin (1991:22) state with reference 

to qualitative research that building theory suggest the interpretation of data, "for the data must be 

conceptualized and the concepts related to form a theoretical rendition of reality (a reality that cannot 

actually be known. but is always interpreted)". Glaser and Strauss (1967:102) argue that data should be 

analysed in order to inboduce new and develop existing theories. 

1.4. The exposition of the research study 

The author will attempt to reflect the essence of this research study as follows: 

1.4.1 Chapter 1: Introduction 

This chapter aims to orientate the reader with regard to what will follow. It includes literary information that 

is relevant to the research subject and information about the research process itself. 

1.4.2 Chapter 2: Research methods, epistemology and biographical data 

This chapter focuses on the processes that were followed during this exploration to collect, organise, 

reflect and interpret data, including the biographical data of the respondents. 



1.4.3 Chapter 3: Theories and perspectives in context 

Various theories and perspectives that attempt to analyse human behaviour and the interpretation of 

perceived reality are explored. 

1.4.4 Chapter 4: Focus on motivation 

Both classic and recent theories and models of motivation are included and discussed in an effort to 

authenticate this research study. 

1.4.5 Chapter 5: Cultural diversity 

The focus here will be on culture of origin (external culture) and organisational culture (internal culture) 

and the impact they may have on the construction of reality and subsequently on motivation in the 

workplace. The organisational climate within the target industry is also reflected. 

1.4.6 Chapter 6: Case studies as dynamic narratives 

The narrative discussions with the individual respondents are included in this chapter and an effort is 

made to determine and interpret the impact of culture of origin (external culture) and organisational 

culture (internal culture) on their motivation and success in the workplace. 

1.4.7 Chapter 7: Integration, recommendations and conclusions 

This chapter presents the researcher's integration and interpretation of the research findings in relation to 

what is revealed in the related subject literature. Confirmations, conclusions and recommendations about 

the findings are also reflected. 

The above deployment of the chapters is an effort to present relevant information and data systematically 

with reference to the research objective, research process, theories, perspectives and the concluding 

findings and recommendations. 

1.5. Chapter conclusion 

The introductory chapter constitutes an attempt to entice the reader to accompany the researcher on an 

exploratory journey aimed at determining the impact of the construction of reality on motivation and 

success in the industry. 

The following chapter will expound the particular focus of this research study and process, the 

epistemology of the researcher and reveal the biographical data of the respondents. 



CHAPTER 2 

RESEARCH METHODS, EPISTEMOLOGY AND 

BIOGRAPHICAL DATA 

2.1 Introduction 

The previous chapter orientated the reader with reference to the explication of this minidissertation. 

The focus in this chapter will be on the research methodologies and epistemology of the author. 

Furthermore, the research methods and perspectives are discussed with the emphasis on the different 

approaches that were followed to collect, organise and analyse data. With regard to methodological 

concerns, it should be mentioned that aspects such as ethics, consent, confidentiality and anonymity 

underlie any research process and should always be accounted for. 

Some more detail with regard to the biographical data of the respondents is also provided. Each 

individual's work-related and personal data are reflected in support of the purpose of this research study. 

2.2 Research ethics 

The most important issues regarding research of human subjects are voluntary consent to participate and 

awareness of potential risks (Berg, 1995:209). The problem with this is that people who do not volunteer 

to participate in research could be different in some instances to those who do participate and these 

differences would never be established. 

2.3 Consent 

The subject gives informed consent when participation in the research is by own choice and free from 

unfairness or manipulation. Implied consent is given indirectly when a subject undertakes to, and 

completes a discussion or questionnaire that is linked to the research and everything is explained up-front 

or in the introduction. 

2.4 Confidentiality and anonymity 

Confidentiality is provided when the researcher knows the names of the subjects but does not make 

these known, and anonymity is provided when subjects remain nameless. If information were treated 

confidentially, it would imply that the researcher would use another means to identify subjects, for 

example case numbers. Even locations or settings should not be made known. 



In this research study, an agreement was made with the individuals to treat the information that they 

provided during the exploration confidentially and this was done in writing (see Annexures B and D). 

Both the acceptance of the invitations to participate and the attendance of the discussions served as 

confirmation and condonation of the individual members of the respondent group to participate in this 

research study. Anonymity was also respected and no names (or even times of discussions) were 

mentioned. 

The process of exploration was executed with the above-mentioned in mind as guidelines. 

The author was also aware that, in order to execute the research successfully. more than one research 

method should be taken into consideration. Both a modernist and a postmodernist approach were felt to 

benefit the process and were therefore incorporated into the methodological framework. 

Wagner (1994:194) states that the terminologies that are consistently used today are modernity and 

postmodernity with reference to history or ideal-typical social formations and modernism and 

postmodernism with reference to cultural activities and series of ideas. The terminologies modernism and 

postmodernism will now be discussed and the philosophy of the origin, nature and boundaries of 

knowledge (epistemology) and how we arrive at knowledge will be explored simultaneously. 

2.5 Modernism 

Comparatively modernist social scientists contend that 'cultures" originate when they comparatively 

define themselves in contrast to "some other, earlier or distant, counterpart. mostly labeled 'traditional' 

society" (Abraham, 1971 :20). 

Wagner (19944-8) uses the term 'modernity" and propounds that this era began at the turn of the 

nineteenth century. According to him, modernity is ultimately about individualism and individuality. There 

is an ambiguity in modernity that he calls (1) the discourse of liberation and (2) the discourse of 

disciplinisation. According to Wagner, the former refers to "the idea of containing the liberal utopia within 

certain limits, of creating boundaries against the consequences of its own claims". This, he argues, is very 

important when it comes to the understanding of modernity. The latter refers to ( I )  the role that the state 

plays with regard to social order (to restrict and discipline individuals) and the social embodiment of 

reason and (2) self-limitation. Modernity acknowledges the existence of holistic rules and values 'existing 

before and beyond the individual, to be discovered. known and followed by human beings". In other 

words, he suggests that modernity implies liberty within certain limits or boundaries. 

For the purposes of this study the term modernism (rather than modernity) will be used. Modernism refers 

to objectivity, 'empirical observation, quantitative measuring, reductionism, inductivism, 

representationalism, as well as truth as facts and knowledge that can be verified" (Koke. 199522). It is 

also said to represent a closed. mechanistic interpretation of the world (Goudzwaard, 1998:l). In other 



words, modernism claims to present an exact reflection of the world and reality. Definitions usually 

constitute a modernist or an 'exact" effort to try to explain or clarify certain phenomena. Modem 

reasoning focuses on the 'objective of controlling nature and one's own body" according to Taylor 

(1989:343). 

Mead (1934:175) poses that one's identity about oneself is based on one's perception of the attitude of 

others towards one and the integration of these different reflections. Kellner (1992:142) asserts that, from 

a modernist point of view, one can change one's identity as one wishes and the 'self is aware of the 

~0nSt~cted nature of identity". Wagner's (1994:169) perspective is that the modem self-identity is based 

on one's role in the family and one's job. It includes fundamental choices that ultimately affect who one is. 

The modem conception of the self is predictable and sincere (Gergen, 1991:6-7). He also confirms 

'modernists believe in educational systems, a stable family life, moral training, and rational choice of 

marriage partners". 

On a less positive note. Wagner (1994:151-152) believes that modernist sociology theories focus on the 

norm-following nature of human behaviour and imply that individuality does not exist anymore and human 

beings are cultural addicts. He also holds that modernists are stubborn and shortsighted. 

Quantitative research is an example of a modernist research method and will be discussed in the 

following section. 

2.5.1 Quantitative research methods 

Modernist in nature. these research methods involve counting and measuring things, according to Berg 

(1995:3). Psychometric tests or questionnaires are examples of quantitative research methods. 

'(T)heoretical and conceptual frameworks" can be used to guide interpretations of quantitative research 

findings (Strauss 8 Corbin, 1991:49). Strauss and Corbin contend that quantitative research focuses on 

testing the relation of variables and how they tend to form clusters. In other words, quantitative research 

uses established theories, definitions and mechanisms to measure and interpret research findings. 

The value of quantitative research methods, for example the questionnaires used in this exploration. is 

lodged in the fact that results can be obtained and interpreted quickly. These methods also produce more 

reliable results according to many social scientists and present 'reportable findings" (Berg. 1995:236). He 

warns, however, that quantitative research methods can be 'inhumane and reductionistic" at times. 

To counteract the problems mentioned by Berg (1995:236) one can use qualitative methods that focus on 

the understanding and experience of respondents and are thus connected to postmodemism. 



2.6 Postmodernism 

Postmodernism is a reaction to modernism and the shi i  away from modernism can be described as an 

epistemological one (Kotze, 1995:22). Postmodemism is a "response to reductionist and reified 

conceptions of the modem in conventional social science and social theory" and it focuses on 'difference 

and plurali ty... and diversw, according to Wagner (1994:150, 179). Du Toit (1988:36) suggests that 

postmodernism cannot be defined, because it reflects our open-ended and incomplete thoughts and 

definitions. Gergen (1991:xi) confirms that the term is used inside and outside the academic world within 

literary, architectural, artistic, political and philosophical disciplines as well as pop culture. 

According to Hutcheon (1988:57) postmodernism questions autonomy, transcendence, certainty, 

authority, totality, systems, universality, continuity, teleology, connections, hierarchy, homogeneity, 

originality and origin. The process of deconstruction attempts to clarify these issues. Postmodernism can 

be explained through deconstruction (Hambidge, 1995:ll-12). Deconstruction focuses on tautologies in 

language and our understanding that the world exists in (through) language. 

Wagner (1994:169) poses that the postmodem sesidentity is based on leisure, appearance, image and 

consumption. This is based more on play and 'gamesmanship". Gergen (1991:6-7) contends that from a 

postmodernist point of view a person "exists in a continuous state of construction and reconstruction ... 
(e)ach reality of self gives way to reflexive questioning, irony, and ultimately the playful probing of yet 

another reality". Hambidge (1995:37) confirms that the postmodernist reality cannot always be explained 

or understood consistently and according to a logical process. 

Kohe (1995:21) uses the term postmodern discourse instead of postmodernism. The reason for this is 

that 'isms" usually indicate restricted convictions. something that is not true for postmodern discourse. 

Easterby-Smith et (1991:45) explain that the public 'process of conversation" which creates meanings 

is a discourse. Wagner (1994123) states that the postmodern discourse implies that there is no certainty 

about a specific cognitive representation of society. Postmodern discourse also presupposes that 

objective knowledge does not exist and multiple realities are possible, according to Kohe (1995:21). 

Aronowitz and Giroux (1991:69) refer to multiple voices and narratives. Postmodemist views thus allow 

for a bothland approach rather than an eitherlor point of view. In this study the term 'postmodemism" will 

be used with reference to this perspective. 

Wagner (1994:151, 179) contends that postmodernism does not accept the basis of social life, which 

includes holistic values, but it emphasises differences and plurality. Postmodernists see society as 

fragmented and segmented. He also holds that postmodernist discourse is limited by the form and 

language used to present itself, and he refers to postmodemists as arrogant and occasionally 

thoughtless. Hambidge (1995:82) suggests that postmodernist meanings are relative and can even 

disappear or disintegrate. This implies that 'anything goes" and has to be approached responsibly. These 

notions put qualitative research methods under the spotlight. 



2.6.1 Qualitative research methods 

Qualitative research is a postmodernist approach to research. According to Strauss and Corbin (1991:17) 

these research methods refer to findings that are neither statistical nor quantifiable. Berg (1995:7, 233) 

asserts that qualitative research 'reflects the real world" and explores social environments and the 

inhabitants of these environments. According to him, the researcher tries to understand how people 

organise themselves and interpret their daily lives with regard to 'symbols, rituals, social structures, social 

roles, and so forth". These research methods include observation, interviews or discussions, 

photographic and video techniques, analyses of history and documents, sodometry and sociodrama, 

among others. 

Qualitative research methods analyse the 'lie-worlds" of people. These include things such as emotions, 

motivations, symbols and empathy. This suggests that both the individual and subjective perceptions and 

apprehensions are considered, evaluated and interpreted (Berg, 1995:lO). According to Strauss and 

Corbin (1991:17) qualitative research also includes research about people's lives, stories (narratives- 

author's italics), behaviour, organisational functioning, social movements and interactions. 

Strauss and Corbin (1991:1&19) state that it is important for the researcher using qualitative analysis to 

'step back and critically analy[z]e situations, to recogni[z]e and avoid bias, to obtain valid and reliable 

data, and to think abstractly". They also mention the following kinds of qualitative research: (1) grounded 

theory, (2) ethnography. (3) the phenomenological approach, (4) life histories and (5) conversational 

analysis. 

Qualitative findings usually clarify and support quantitative findings and expand basic knowledge. It is 

imperative to support quantitative research by including some form of qualitative research, and vice 

versa. 

2.7 Epistemology 

Plug (1979:88-303) define epistemology as a part of philosophy that studies the origin. nature and 

boundaries of knowledge. With reference to the origin of knowledge, they refer to empiricism and 

rationalism and with reference to the nature and limits of knowledge, they refer to realism and idealism. 

Empiricism: 

(1) This implies that knowledge can only be obtained through sensory experiences 

and that it cannot be genetically determined or acquired through reasoning. 

(2) The methodological principles of modem science that suggest that science is 

only involved in objectively cognisable matters and that all scientific facts have 

to be verifiable. 



(3) The point of view that the environment plays a determining role in the 

development of the characteristics and abilities of an organism. 

Rationalism: 

The term used for various philosophical approaches that focus on the importance of reason. Rationalism 

suggests that the origin of knowledge is logical thoughts and reasoning rather than sensory observation. 

Realism: 

(1) The approach that objects exist independently from the human mind and that 

they can be acknowledged through the human mind. 

(2) A personality characteristic that accepts things as they are. 

Idealism: 

(1) A philosophical approach that tries to explain the world and existence through 

ideas, thoughts and spirituality. 

(2) The personality tendency to live according to very high, oflen unrealistic, ideals. 

Varela (Maturana 8 Varela. 1988:26) quotes Maturana, who asks the questions: 'What is it to know?" and 

'How do we know?" Varela and Maturana claim 'all doing is knowing and all knowing is doing...". Von 

Glasersfeld (1987) asks the question of how one comes to know what one knows and how one 

distinguishes between oneself and one's environment. 

The search for knowledge in this research study is approached from two different angles. The one is to 

look at definitions and 'established" facts and findings (modemist) and the other one allows alternatives 

and more than one possible explanation andlor interpretation (postmodemist). This combined approach 

will probably allow the researcher to get as much information as possible and allow alternative 

interpretations in exploring certain phenomena. 

2.8 The research process 

2.8.1 Quantitative exploration 

The quantitative side of the exploration was initiated by obtaining the necessary approval to conduct a 

research study from the management of the research and development division of a particular SA 

industry (see Annexure A). The selection procedures and biographical information of the respondents 



are reflected in 2.9. These respondents have a proven performance success record with this industry, as 

discussed in 1.3.1. 

Individual discussions (qualitative exploration) were initially held with the identified respondents and they 

were then asked if they were prepared to participate in a motivation questionnaire at a later stage. All of 

them agreed and were scheduled to complete the questionnaire either individually or in a group, 

depending on their preference. Group scheduling was conducted electronically (see Annexure D) and 

the completed questionnaires were then submitted to be scored and to generate individual reports. Each 

respondent also received a copy of this report as initial feedback. 

The reports indicate what motivates (and demotivates) each individual in the workplace and are included 

in Annexure F as Case Study I to Case Study 20. 

2.8.1 .I The motivation questionnaire 

Saville and Holdsworth Limited (SHL, 1992) developed a questionnaire that measures motivation and 

SHL SA (PTY) LTD. was subsequently approached in order to obtain permission to use this instrument 

for the purposes of this research study (see Annexure C). SHL is an international company that was 

founded in 1977. They are world leaders in occupational assessment and development for both 

individuals and organisations. They have more than 5500 clients in 37 countries and offer the largest 

choice of work-related tests and assessment procedures in the world. These tools have been scientifically 

validated. 

SHL (2000:46) believes that if we can understand the motives of employees we can unlock their potential 

and direct their energies more constructively. The SHL Motivation Questionnaire gives an indication of 

motivational factors that influence an employee's performance at work. It also measures energy levels 

with which work is approached and factors that increase or decrease motivation. Furthermore, it can 

provide an indication of how long and under what circumstances effort will be maintained. 

This tool measures 18 different dimensions of motivation, as indicated in Table 1. The respondent is 

presented with 144 items that describe work-related situations and has to indicate to what extent it affects 

his personal motivation at work. The test takes approximately 25 minutes to complete. 



TABLE 1 

SHL Motivation Questionnaire Factors and Dimensions 

Energy and Dynamism Level of Activity 

Achievement 

Competition 

Fear of Failure 

Power 

Immersion 

Commercial Outlook 
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Flexibility 

Autonomy 

2.8.1 .I .I SHL Motivation Questionnaire dimensions 

The definitions listed below are SHL's own representation of what each dimension measures: 

Level of Activity: The ACTIVITY scale concerns the extent to which people are motivated 

by having to work under pressure and accomplish a great deal within a rapid time frame. 

Achievement: The ACHIEVEMENT scale concems the extent to which people are 

motivated by being given challenging targets and feeling that their abilities are stretched. 

Competition: The COMPETITION scale concerns the extent to which people are 

motivated by the knowledge that they are working in a competitive environment. 

Fear of Failure: The FEAR OF FAILURE scale concems the extent to which people are 

motivated by the need to avoid failure, criticism, and negative judgements by others and 

the loss of self-esteem. which is likely to accompany these experiences. 



Power: The POWER scale concerns the extent to which people are motivated by the 

opportunities to exercise authority, taking responsibility, negotiating and being in a 

position to influence others. 

Immersion: The IMMERSION scale concems the extent to which people are motivated 

by work that requires commitment well beyond 'normal' working hours. 

Commercial Outlook: The COMMERCIAL OUTLOOK scale concerns the extent to which 

people are commercially or profits-orientated. 

Affiliation: The AFFILIATION scale concems the extent to which individuals are 

motivated by opportunities for interaction with other people in their work. 

Recognition: The RECOGNITION scale concerns the extent to which people are 

motivated by praise and other outward signs of recognition for their achievements. 

Personal Principles: The PERSONAL PRINCIPLES scale concerns the extent to which 

people need to be able to uphold ideals and conform to high ethical standards. 

Ease and Security: The EASE AND SECURITY scale concerns the extent to which 

people are motivated by contextual factors such as pleasant working conditions and job 

security. 

Personal Growth: The PERSONAL GROWTH scale concerns the extent to which people 

are motivated by opportunities for further training and development and the acquisition of 

new skills. 

Interest: The INTEREST scale concerns the extent to which people are motivated by 

jobs that provide them with variety, interest and stimulation. 

Flexibility:: The FLEXIBILITY scale concerns the extent to which people are motivated by 

the absence of clearly defined structures and procedures for managing tasks. 

0 Autonomy: The AUTONOMY scale concerns the extent to which people are motivated 

by being given scope for organising their work as they see fit. 

Material reward: The MATERIAL REWARD scale concerns the extent to which people 

are motivated by financial reward. 

Progression: The PROGRESSION scale concerns the extent to which people are 

motivated by having good promotion prospects. 

Status: The STATUS scale concerns the extent to which people are motivated by 

outward signs of position and status and due regard for rank. 

2.8.1.1.2 SHL Motivation Questionnaire validity 

The validity of a psychometrical test is measured by the success of the test with regard to measuring 

what it is supposed to measure. The test results should be a good indication as to the success or validity 

of the test (Huysamen, 1986:35). 



There are different types of test validity, for example: 

0 Faith validiv. It is based on a conviction or belief that a test is valid. 

0 Face validity: The emphasis is placed on whether a selection instmment measures what 

it is supposed to measure. It is related to how direct, or transparent, a questionnaire or 

test is. In this questionnaire the respondents are asked to rate the extent to which 

different situations affect motivation directly. 

0 Content validity: The items in a test must represent the domain that is measured. In the 

development of the SHL Motivation Questionnaire emphasis was on the assessment of 

work-related motivational characteristics to ensure good content validity. 

Criterion-related validity: The relationship between scores on a measurement and 

performance on a given criterion is implied here. 

0 Construct validity: This kind of validity is more abstract and explores the extent to which 

a test measures a theoretical construct or trait, for example communication skills. 

Scientifically based research indicates that the SHL Motivation Questionnaire measures what it intends to 

measure. 

2.8.1.1.3 SHL Motivation Questionnaire reliability 

According to Smit (1986:25) test reliability suggests that the test results for the same individual should be 

consistent for the same test in different situations. Test reliability can be influenced by test conditions, 

administration, scoring, temporary states (for example illness and mood), test content and test sample. 

There are three methods for estimating reliability: 

Internal consistency: This is assessed from a single administration of a questionnaire. 

The value depends on the homogeneity of the measure. 

Test-retest This refers to when the same test is administered to the same group of 

people at different times and the correlation of the results. 

Alternate form: This measure looks at the extent to which two different versions of the 

same questionnaire are equivalent. 

A standardisation sample of 700 people was used to determine the reliability of the SHL Motivation 

Questionnaire. The reliability of a questionnaire is indicated as a coefficient with a value between 0 and 1. 

The internal consistency reliability for a questionnaire like this has to be between 0.6 and 0.8. The SHL 

questionnaire's consistency reliability is between 0.66 and 0.85, which confirms that this questionnaire is 

reliable. 



2.8.1.1.4 Other reasons for choosing this instrument 

This questionnaire was also chosen, because SHL holds that: 

it is technically sound and professional, 

it is user-friendly, 

it produces comprehensible and reliable results and profiles. 

the validity evidence is extensive and irrefutable, and 

it is current and supported by a development programme to ensure continuous 

improvement. 

2.8.2 Qualitative exploration 

The qualitative side of the exploration was initiated at the same time as the quantitative exploration as 

both research methods form part of the same research study for which permission was requested from 

the management of this target industry (see Annexure A). After permission has been granted, the 

respondents were invited via e-mail to participate on a voluntary basis (see Annexure B). The overall 

response was very positive and everyone who was available accepted the invitation. 

Discussions of 30 minutes each were then held with the identified respondents. Each respondent had the 

opportunity to share his own unique story or reality with regard to motivation and success. The 

assumption was made that his life-story, lived experiences and construction of reality (see 3.8.2). up to 

the time of the discussion, would determine and form the basis for these perceptions or constructions that 

were shared. The researcher made notes of what each respondent said during the individual discussions 

and these notes were included in Chapter 6 as Case Studies 1 to 20. 

2.8.2.1 Narrative discussions with the respondents 

The aim of this qualitative study was to conduct narrative discussions and to focus on possible 

determinants and perceptions of both motivation and success. Discussions were held with the 

respondents before they were requested to complete the structured SHL Motivation Questionnaire 

mentioned under 2.8.1.1. This was done to prevent any influence from the questions posed in the 

questionnaire on the perceptions or opinions that were shared during the discussions. 

The discussions focused on each respondent's perceptions regarding motivation and success in the 

context of his own unique story in terms of his family of origin and his involvement in the organisation. 



2.9 Respondents 

The respondents who were included in this research study have a proven success record within the 

research and development division of the target industry. They were identified and selected by means of 

an electronic data system according to an above-normal performance appraisal record over a period of 

three years (1998, 1999 and 2000) and they have all been promoted at least once within the last 24 

months. 

In an attempted to provide for the fact that all successful employees, who were approached, would not 

necessarily be available or willing to participate in this research study, more employees were approached 

initially. A percentage (of all the successful employees) of 0.08% out of 450 employees were identified 

and contacted electronically via e-mail (see Annexure 8) to participate in this exploration. A total of 

0.04% respondents were included in the final study. 

People from all different South African race groups and cultures were automatically part of this selection 

as it is a multi-racial and multi-cultural organisation. With this in mind, the author will focus on cultural 

diversity, which implies contextualisation of the respondents with regard to both their culture of origin and 

the organisational culture, in Chapter 5. 

The following section reflects the biographical data of the respondents. 

2.9.1 Biographical information of the respondents 

2.9.1.1 Age 

Table 2 is an indication of the age distribution of the respondents included in this research study. 

TABLE 2 

Age Distribution of Respondents 

AGE RESPONDENTIS 
.& _ . . . . . . j l '  

% 
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41 - 45 

TOTAL 
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These figures confirm that the majority of these respondents (65%) are 30 years or younger. The

selection process was fair and no age group was intentionally excluded.

2.9.1.2 Qualifications

Figure 1 reflects the qualifications of these particular respondents.

FIGURE 1

Qualification Distribution of Respondents (pie chart)
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Most of the respondents in this research study have qualifications in either Chemistry or in ~hemical

Engineering. This reflects the qualifications of the majority of employees in this particular division of this

target industry. This figure and data indicate that 45% of the respondents have either a National Diploma

or a National Higher Diploma. Fifteen percent have B.Sc. Chern. or B.Eng. Chern. degrees and another

15% have a Ph.D. or a D.Sc. in Chemistry or Chemical Engineering.

2.9.1.3 Time period with target industry

Figure 2 reflects the time period (in months) that the respondents have been in the employment of the

target industry.
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FIGURE 2

Time Period Respondents have been with Target Industry (bar chart)
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This data confirms that 65% of these respondents have been with the target industry for up to 6, 5 years

and only 5% have been employed for longer than 15 years.

2.9.1.4 Gender

Table 3 shows the gender distribution of the experimental group. Gender is the "culturally transmitted

differences between men and women" (Wallace & Wallace, 1989:281).

TABLE 3

Gender Distribution of Respondents

The above data indicates that two thirds of the respondents in this study are males. The representation

within the total group of employees working for this target industry reflects a gender distribution of 76%

males and 24% females. The respondents include slightly less males and slightly more females than the
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total group of employees. A specific gender group was not deliberately excluded from or included in this

study. The selection process and response of the respondents determined these figures.

2.9.1.5 Racial orientation

The different racial orientations with regard to this research study are reflected in Figure 3.

FIGURE 3

Racial Orientation of Respondents (doughnut)
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Figure 3 shows that 75% of the respondents who participated in this research study are White and the

other 25% are of the other designated groups within South Africa. Once again, this is a result of the

unbiased selection process and response of employees to the invitation to participate in the research

study.

2.9.1.6 Job categories

Figure 4 gives an indication of the different job categories that were involved in the study.

29



FIGURE 4

Job Categories of Respondents (pie chart)
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The information in Figure 4 indicates that 40% of the respondents have an engineering background

(Technikon or University), 20% have a chemistry background (Technikon or University) and 30%

(engineering or chemistry) are currently in line management positions.

2.10 Chapter conclusion

This chapterfocused on the methodsthat were followedto obtainthe informationthat was necessary in

an attempt to interpret and understand the realities of the particular individuals,the research

epistemologyand also the biographicalbackgroundofthese respondents.

The followingchapter willfocus on the relevant theories used in this research study.
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CHAPTER 3 

THEORIES AND PERSPECTIVES IN CONTEXT 

3.1 Introduction 

The previous chapter focused on the research methods, research process and the epistemology the 

author followed in this research study and it also reflected the biographical data of the respondents. 

This chapter will explore and discuss some of the diierent theories and perspectives that attempt to 

explain human behaviour and the interpretation of experiences and perceptions with reference to reality. 

3.2 System theory 

Ferdinand de Saussure (1915) first referred to the idea of a system. 'System thinking" replaced the old 

individualistic, analytical and cause-and-result thought structures. This concerns the understanding of 

processes, interactions and relationships between people (MOller. 2000:60). A system of people has its 

own 'personality" and is inherently determined by its structure. Other authors use the word 'structure" in 

the same context as the word "system" (Hoffman, 1990:9). 

Le Roux (1987:67-68) summarises systems as expounded by various authors as fdlows: 

'Mutual, reciprocal, simultaneous interactions define, identify and constitute whole 

systems." 

Humans construe realities through interactions that exist in language. These realities 

reflect ideas and these ideas can change. 

All parts within a system act on one another at the same time and are thus 

interconnected. 

Living systems are permanently unstable. 

The interdependence of the elements of a system makes it unpredictable. 

The structure of the system maintains problems. This refers to the structural deteminism 

of living systems. 

Living systems are autonomous and competent. 

Human systems are conservative with regard to their biology and belief systems, 

The biologist Humberto Maturana and the cognitive scientist Francisco Varela (1980:34-52) mention that 

humans are structurally determined. They argue that interaction between an individual and his 



environment only perturbs or disturbs his behaviour and does not determine it. They contend that the 

organisation or structure of an individual ultimately determines behaviour and changes in behaviour. 

Furthermore, they confirm that the structure of the knower determines what he knows. The implication for 

interaction on an interpersonal level would be that any participant would simultaneously be a subject and 

an object This suggests a shared reality or conformity of ideas. 

Language. for example, is also a system. Language precedes individuals and is a result of collective 

participants or a community, according to Gergen (1991:107). Anderson and Gwlishian (1991:2) 

propound that human systems generate both language and meaning. Language will be discussed in a 

little more detail under 3.5 in this chapter. 

3.3 Constructivism (first-order cybernetics) 

According to Efran, constructivists argue that the world cannot be proven directly (Efran a, 1988:28). 

Scientific knowledge is therefore not regarded as absolute and universally acceptable any longer. A 

scientific observer cannot be totally objective. Any observations and interpretations he makes are linked 

to his own interests and experiences. Hoffman (1990:4) confirms this when she asserts that facts are 

merely 'opinions". Knowledge is cognitive constructions of observers in interaction with the observed, and 

it is not a true reflection of an external objective reality. according to Kotze (199251-62). He also 

contends that cybernetics and constructivism (also referred to as constructionism) can be linked. Both are 

part of the modemist paradigm. 

George Kelly (1969) holds that reality can only be proven through constructions that are never final. He 

suggests that anything that exists can be reconstructed. Kotze (1992:49. 67) explains that constructivism 

views man as a biological entity and questions processes that assist man to arrive at knowledge. 

According to Efran (1988:28) const~ctivists look at the interpretation of reality by focusing on 

'utility" and not 'truth". In other words, they form a perception of the world and explain their observations 

according to this. Efran a. (1988:28) also say that lmmanuel Kant's philosophy about Western 

intellectuality supports the constructivism view that interprets knowledge as the product of interaction 

between an organism and his environment. 

Constructivists argue that human lives are "conversations" (Efran a, 1988:29-33). Shared language in 

a constructivist sense provides a framework for activity and interpretation, and becomes our reality. 

Constructivists focus on context and meaning. Anything that is said comes from a specific tradition and 

has meaning within that tradition (Varela, 1979). Varela states that if something is removed from a 

particular context, it does not have meaning anymore. If it is put into a new context its meaning is 

changed. 

The interpretation of the interaction within (and between) certain systems and contexts determine 

meanings. Norbert Wiener (1961) first described cybernetics. He referred to it as the 'science of 



communication and control". It was meant to describe feedback cycles of both humans and machines. 

The focus was on interaction within systems. A cybernetic principle indicates that any part of a given 

system cannot control that particular system itself. In first-order cybernetics the observer is not part of the 

observed system, according to Kotze (1995:24). This implies that one cannot control oneself, as one is 

part of oneself. Efran a (1990:50) suggest that we use language to distinguish amongst impulses, the 

self, drives and defense mechanisms that are supposed to control us as a whole. Thoughts are said to 

control emotions and vice versa; behaviour controls both and is again controlled by both emotions and 

thoughts, and so on. 

The following section will explore social constructivism or second-order cybernetics. 

3.4 Social constructivism (second-order cybernetics) 

The main difference between constructivism and social constructivism is that constructivism is biologically 

and neurophysiologically focused, whereas social constructivism refers to social processes, language and 

culture (Hoffman, 1990:Z). Different terms are often used in reference to second-order cybernetics. 

Keeney (1983:73) uses the concept cybernetics of cybernetics, Sluzki (1985) refers to second-order 

cybernetics and Heinz von Foerster (1984) mentions the cybernetics of observing systems. 

Second-order cybernetics refers to the notion that a system can never be analysed or perceived 

objectively from the outside. As soon as one tries this, one becomes part of that system. Constructivist 

theories within second-order cybernetics suggest that the world, as we perceive it, is constituted of 

constructs or perceptions we have developed through our own experiences. Reality is thus a subjective 

construct (MOller, 2000:60-61). Hoffman (1990:4), on the other hand, states that the second-order 

cybernetics perspectives indicate that if an individual is removed from a specific event, this will allow the 

individual to evaluate his own contribution to the eventloperation - and there will then be many other 

possible interpretations. In other words, it poses a new way to think about situations. 

Biggiero (1999:81-82) refers to organisational closure and the impact of second-order cybernetics. His 

view suggests that social systems function autonomously from the environment. The environment 

influences these systems through feeding, guiding and disturbing them, but it cannot prescribe their 

behaviour. Reference is also made to recursivity (repetitiveness) which is said to be central to 

cybernetics. The identity of any work group begins to develop when people interact recursively, because 

of 'mutual understanding and reciprocal recognition". A sense of belonging and trust will then develop. 

Positive feedback is also part of both first and second-order cybernetics. The more trust and membership 

are reinforced, the more the individuals will identify with the group and establish a collective identity. This, 

in turn, also reinforces trust relationships. 

Gergen contends that we 'appear to stand alone, but we are manifestations of relatedness" (1991:170). 

Efran et (1988:33) claim that social events are experienced according to their construction. Gergen 



(1985:268) claims that social constructionism concerns social interpretation and the intersubjective 

meaning of language, family and culture. He asserts that there is a move away from the experiential 

towards a social epistemology. The social construction theory also suggests that human interactions lead 

to an 'evolving set of meanings ..." and are '...part of a general flow of constantly changing narratives" and 

is arrived at through mutual agreement, according to Hoffman (1990:3-4). Kotze (1992:65) comments that 

facts are replaced with perspectives and Gergen (1991:16) holds that science becomes a reflection of 

social processes. 

The problem with both constructivism and social constructivism, according to Kotze (1992:65) is that of 

relativism. The numbers of realities that can be construed are limited to the amount of descriptions (or 

narratives) which are or have been made. Gergen (1985:14) argues that this does not imply that anything 

goes. Knowledge is controlled culturally and historically by means of values and norms as determined by 

a particular community. Such a culturally controlled element would be language and the meaning people 

attach to their understanding of systems as they develop through language. 

3.5 Language and meaning 

'Meaning and understanding do not exist prior to the utterances of language", according to Anderson and 

Goolishian (1988:378). Language creates meaning. This also implies that problems and solutions are 

created within a language system. Eagleton (1983) holds that language not only expresses, but also 

produces meaning. According to him, meanings and experiences only exist because we can express 

them in language. Wallace and Wallace (1989:36) refer to Whorf who claims that all higher levels of 

thinking depend on language, and the structure of people's language influences how they understand the 

world and construct their reality. 

Kotze (1992:57) holds that humans are unique in the sense that they structurally link with other humans 

through language and thus only exist because of language. Language is the medium humans use to link 

stwcturally and create the world they live in. We also co-ordinate our interactions by means of language. 

We are 'constituted in language in a continuous becoming that we bring forth with others", according to 

Maturana and Varela (1980:234-235). 

Von Foerster (1964306-308) states that this implies a certain responsibility. We are responsible for our 

own actions because we decide what we do. Reality then only exists in and through language. Kotze 

(1992:61) indicates that people have to choose how they interpret (through language) their environment 

and how they will get involved. Jaques Derrida and the French intellectual, Michel Foucault (1980) 

indicate that language constructs rather than reflects the essence of reality, and that we position 

ourselves within the world through language. 

Through language people construct their own narratives and through narratives they construct their reality 

about the world. 



3.6 The narrative perspective 

The narrative point of view is highlighted in support of the individual life-stories and the interpretation of 

issues such as motivation and success of employees in the workplace. 

According to Jerome Bruner (1987:15) '(h)uman beings are inveterate and skilful storytellers - and they 

have a habit of becoming the stories they tell. With repetition, stories harden into realities, sometimes 

trapping the storytellers within the boundaries that the storytellers themselves have helped to create". 

People use these narratives to interpret their own and others' experiences, and some of these narratives 

become dominant stories and shape people's lives. 

Anderson (1993:324) confirms that we 'live and understand our lives through socially constructed 

narrative realities". The truth does not exist in our own identities; it exists in a narrative identity that is 

created within a particular community (Du Toit, 1988:46). MOller (2000:14) suggests that it is important to 

realise that storytelling is the first step in storymaking. The narrative approach is in essence about 

understanding (an epistemology of) reality and facilitating the finding of the not-swbvious solutions. It is 

not about answers and advice. Solutions are hidden within the individual and his social system. 

We construe our lives by means of stories. A reference to something from a person's past is an effort to 

construe the future. Stories organise our lives. They reflect our thoughts, actions and decisions and help 

us to discover and build our identities. We also need to distinguish between interpreted and unprocessed 

experiences. Narratives organise these experiences and draw the map for the unknown future. Life then 

becomes a journey (MOller. 200056). 

3.6.1 Story, knowledge and power 

Bateson (1979:79) refers to the 'interpretive method" as the process that social scientists use to make 

sense out of, or interpret life. He contends that 'human sense organs can receive only news of difference, 

and differences must be coded into events in time (i.e., into changes) in order to be perceptible". White 

and Epston (1990:9-10) confirm that because "we cannot have direct knowledge of the world, social 

scientists proposed that what persons know of life they know through 'lived experience' ". In other words, 

interpretations and lived experiences give us the knowledge we have about the world. In order for us to 

make sense of and give meaning to our experiences, we turn them into stories. 

Edward Bruner (1986:11, 153) suggests that stories or narratives are valuable in that they are linear and 

sequential, that is they have a past, present and future. This definitely makes them suitable means to 

study change, life cycles or developmental processes. He warns, however, that narratives cannot 

represent the "full richness of our lived experiences". People share and remember events, emotions and 

information selectively or not at all. Furthermore. he believes that stories shape our lives and 

relationships and that it is in the 'performance of an expression that we re-experience, re-live, re-create. 



re-tell, re-construct. and re-fashion our culture" 

Only a part of any experience will be storied at a given point in time, according to White and Epston 

(1990:15) and this implies that very valuable information may not be shared as part of the dominant story. 

This should be explored for the 'generation, or re-generation, of alternative stories". They refer to 'unique 

outcomes" (Goffman. 1961) as the part(s) of lived experience that is (are) not part of the dominant story of 

an individual at a given point in time. The individual is usually also not consciously aware of this (these) 

issue(s) and it can bring a new perspective (re-authoring) to his lived experience(s). 

White and Epston (1990:19-21) refer to work that was undertaken by Foucault with regard to the influence 

or power that this mentioned dominant story has in a person's lie. He asserts that power "produces 

reality". Power is overbearing in its accomplishment and negative in impetus and nature. It disables. 

confines, contravenes and restrains. Foucault argues that we mainly experience the 'positive" outcomes 

of power in that these shape our lives and become our "truths". He also holds that power and knowledge 

cannot be separated. 

Foucault also contends that language is an instrument of power, and that the power a person has in 

society is directly linked to his ability to participate in the discourses that shape that particular society. 

Rachel Hare-Mustin (1994:19) defines a discourse as a 'system of statements. practices, and institutional 

structures that share common values". The manner in which most people support, refer and react to a 

shared point of view upholds a prevailing discourse. Furthermore, Foucault holds that the discourses of a 

society establish what knowledge is accepted as truth, correct and appropriate in that society. In other 

words, those who control the discourse control knowledge. 

It is this knowledge we have or obtain about our lives and the world that become our truth and the power 

that impact on how we construct and experience the reality we live in; and we write our life-stories 

accordingly. 

3.6.2 Construction of reality 

If you have not seen the following image (Figure 5) before, look at it and try to create or construct a 

reality around it that reflects the 'truth" for you: 



FIGURE 5 

Whatever 'truth" you construct, is a reflection of all the diierent 'realities" that you have been exposed to 

during the course of your life. Your frame of reference will determine what you see, what this image 

reminds you of or even if you see the 'intended reality" of the unknown creator of this image (see 

Annexure E). From a postmodernist point of view, anything that you see (or think you see) is acceptable. 

If you look at it from a modemist point of view and you look at the 'intended reality" of the creator, you 

may now have some additional information that you did not have previously. This new information may 

change your own previously constructed perceived reality significantly in that this image becomes a new 

reality to you. 

We all live in the same physical and geographical world but interpret and experience it differently and 

even uniquely. Our perceptions construct our realities or 'truths" and determine our behaviour. Foucault 

(1979:194) argues that constructed ideas are given truth status and do not reflect objective or intrinsic 

facts, and that these 'truths" then determine people's lives. From a postmodemist literature point of view 

re-writing is important. Existing, even classical, texts are used as models to form the basis for new literary 

works (Hambidge, 1995:38). Implied meaning leads to ambiguity in every text (situation - author's italics) 

because of the different perspectives that different "readers" of situations have. The fact that these 

situations can also be described (and understood - author's opinion) in a variety of metaphors also 

contributes to this ambiguity (White & Epston, 1990:12). It is therefore necessary to establish what any 

text or situation means to a specific 'reader", because it can be different for different people. The 

relevance of this for the postmodemist reality is that we constantly re-write our life-stories (realities) 

depending on our interpretation and understanding of information. 



A poem by Thomas Merton illustrates how an individual's own construction of reality influences his 

perceptions of the realities of others: 

Chuang Tzu and Hui Tzu 
Were crossing Hao river 
By the dam. 

Chuang said: 
'See how free 
The fishes leap and dart: 
That is their happiness." 
Hui replied: 
'Since you are not a fish 
How do you know 
What makes fishes happy?" 
Chuang said: 
'Since you are not I 
How can you possibly know 
That I do not know 
What makes fishes happy?" 

Hui argued: 
"If I. not being you. 
Cannot know what you know 
It follows that you 
Not being a fish 
Cannot know what they know." 

Chuang said: 
"Wait a minute! 
Let us get back 
To the original question. 
What you asked me was 
'How do you know 
What makes fishes happy?' 
From the terms of your question 
You evidently know I know 
What makes fishes happy. 

'I know the joy of fishes 
In the river 
Through my own joy, as I go walking 
Along the same river." 

Von Foerster (1984288) propounds that the observations made by an observer says something about 

the observer and reflects his construction of reality. Von Glasersfeld (1987:30) believes that knowledge is 

always constrained by prior constructions. Hambidge (199576) confirms this argument when she says 

that we do not only read (interpret) texts, but the texts read (interpret) us (our realities - author's italics). 

Seidman (1998:123) states '(p)ostrnodernists have evoked the suspicion that the products of human 

studies - concepts, explanations, theories - bear the imprint of the particular prejudices and interests of 

their creators". 



Stephen Gilligan (1997:50-60) holds that one is more than one's past, your biology or social context as 

often referred to in psychotherapy. He suggests that one is also a being of consciousness with reference 

to self-relatedness. In children their consciousness or self-relatedness develops from what others say 

about them. Adults develop their "beingness" through self-generated means, for example talking to a 

friend, meditating or even through suffering. He also states that the 'greatest glfI of human consciousness 

is the capacity to transform". Furthermore, he says that one's sense of belongingness on inter, intra or 

even transpersonal levels also determines who one is. Another determinant refers to relatedness to the 

self and to the world. A person "realises" himself through relational conversations with reference to other 

subjects or objects. 

Realities are also constructed within the workplace. Rothmann and Sieberhagen (as quoted by Landman, 

1999:20-21) contend that assumptions regarding reality, truth, time, human nature and interpersonal 

relationships are based on organisational culture. Organisational culture, according to them, is the result 

of previous crises, achievements. successes and failures within the organisation in relation to the 

people's (owner's, manager's, employee's) reactions to and interpretation of these. 

Alternative interpretations of reality are created through language in human systems (Le Roux, 198754- 

76). Realities are created, shared and changed by language. If individuals understand that meanings are 

not 'cawed in stone" they would feel free to explore, experiment and discover their own meanings (Efran 

et al., 1990:53). They can even stumble upon meanings that are more in touch with their own beliefs and - 
feelings than before they started out. 

With the above in mind, it seems important that one should come to terms w'h the dynamics of the 

narrative conversation in the research process and it is therefore vital for the understanding of the 

narratives constructed in the case studies to follow. 

3.6.3 Narrative dynamics 

Gergen and Gergen (1984.86) propose 'social dialogic procedures for the generation and the expansion 

of intelligibility". This implies that unstructured narrative discussions can present people with the 

opportunity to share their life-stories, experiences and perceptions with regard to specific issues in an 

informal manner. The impact of the social environment and cultural issues can thus be explored from a 

different point of view. 

Maehr and Braskamp (1986:95-96) confirm that previous research indicated that motivational factors are 

better determinants of success and high achievement than ability and opportunity. Individual narrative 

discussions with the respondents should indicate what exactly motivates them, what keeps them 

motivated and how they accomplish their achievements. The uniqueness of each individual should, 

however, also be kept in mind. According to Marshall and Rossman (1995:87). the narrative researcher 



should bear in mind that the subject or interlocutor remembers selectively, focuses on certain aspects of 

experience only, re-interprets events and includes his own ideas in his stories. It is also important that the 

researcher is constantly aware of his own life-story and the impact that it may have on the discussions 

and the eventual interpretation of what is said. The interlocutor and the researcher (and the reader) 

actively become part of the research project itself. 

From the narrative point of view the researcher does not imply to know anything. The interlocutor is the 

expert. The life-story of any researcher also forms an intrinsic part of his frame of reference and 

objectivity is therefore almost impossible. The researcher must be aware of this at all time. The narrative 

approach helps us to understand and respect each other's stories. The narrative point of view also allows 

people to construct their future stories as they wish. This approach also facilitates discussions in an 

intercultural context. Within each culture different ideologies are identified and included with regard to 

what a better future holds. In South Africa, for example, everyone will not necessarily agree about what a 

"better future" will be at this point in time. The researcher and the interlocutor do not necessarily have to 

agree about any specific issues relevant to the research study (MOller. 2000:14-23). 

3.7 Chapter conclusion 

From the theories and perspectives discussed in this chapter it has become evident that there are 

different opinions and interpretations concerning human behaviour and the interpretation and 

understanding of what reality is. It is important to acknowledge that each individual constmcts his own 

reality through interpreting experiences within a particular framework at a certain point in time, under 

specific circumstances with past experiences and interpretations as a frame of reference. 

The following chapter will focus on the age-old phenomenon of motivation and some relevant theories, 

models and thoughts that were developed over time will be revisited. A few new perspectives will also be 

included. 



CHAPTER 4 

FOCUS ON MOTIVATION 

4.1 Introduction 

In the previous chapter, different theories and perspectives were discussed and the construction of 

reality, as well as the dynamics of language, was explored in order to try to arrive at an understanding of 

individuals and their unique worlds or perceived realities. 

The author decided to focus on motivation in the workplace as an element of work-related success in this 

new chapter. The phenomenon of motivation has been discussed and researched over many years in 

search of answers as to why some people perform or strive more towards success than others do. If the 

answers to these questions could be found, everyone could possibly ultimately be more motivated and 

productive, and the world could be an even better place for all. 

The following chapter will explore some studies and theories with regard to motivation that has been done 

up to now as to give an overview of the topic. This will hopefully provide the building blocks in the search 

for some answers and explanations concerning this issue. However, the author would like to integrate all 

the theories to come in her research to try to establish a better understanding of the dynamics involved in 

this complex interaction. 

4.2 General thoughts on motivation in the workplace 

Taylor (1919:21) refers to the 'stick and carrot" approach. He believes that employees can be motivated 

by a carrot-and-stick approach. This suggests that the employees who are most productive are paid most. 

He stresses economic and not physiological needs of workers. Woodsmall (1991:49) adds to this 

approach by saying that people will do unpleasant things if either a stick or a carrot is used. He suggests 

that the trick is to know how to use them, which to use and when and which specific stick or carrot to use. 

A carrot will make a person "move toward" and a stick will make someone 'move away". 

Woodsmall also says that the challenge for South African companies is to establishing something the 

employees wish to move away from or toward. "Credible threats" seem to be the answer for employees 

who move away. People who move toward should not be threatened, however. They will also have 

difficulty managing people who need to be threatened. Their ambitions and aspirations affect their 

mobility. Motivation and procrastination are opposites. Effective motivation strategies will include both 

toward and away issues. 



Brown (1945:87) says that needs and wants in the workplace include security, status and promotion, 

approval of colleagues and social values around the job. Hill (1947: 47) adds the need to be treated like a 

human being. Stagner (1950:14) confirms that both executiveslprofessionals and other workers have the 

same needs for "ego-satisfaction". This includes self-expression, enhanced status, and a sense of 

planning and doing things of importance. The intensity if these needs may vary, however. 

Hingar (1977:13-15) indicates that job performance is determined by two different variables, namely 

ability or skill and the motivation to use this ability or skill to perform. It is also suggested that personal 

gain, salary, status and prestige are all motivators and that your own value system and interest in the job 

determine attitudes. He also says that employees have two basic needs, which are to avoid pain and to 

grow psychologically with regard to affiliation, achievement, autonomy, recognition and fair evaluation. 

These needs are determined by personality and in turn determine responses to challenges, risks and 

group tasks. 

Motivation is also 'the interaction of will and emotion to determine the direction and extent of behaviour 

towards a goal" (Lgtti. 1987:27). It is thus important to realise that feelings, emotions and willpower could 

also influence motivation. 

Hudy (1992:63) implies that motivation "energizes, maintains and guides behavior". He recommends that 

managers lit a fire within their employees and not underneath them and suggest the following: 

(1) look for employees who wish to stay with the company, 

(2) encourage employees to be reliable and committed in their work associations, 

(3) provide a work environment which induces creativity, innovation and spontaneity, and 

(4) assist employees to adjust to and use new technologies. 

With the previous in mind, motivational theories will enlighten us at this stage to understand the dynamics 

of motivation. 

4.3 General motivation theories 

Some of the earliest research on work-related motivation was done during the 1920's and 1930's Mayo, 

Roethlisberger and Dickson in the Western Electric factory at Hawthorn near Chicago. This research 

indicated that physical work conditions and social factors were very important motivational factors. The 

Human Relations Theory originated from this research and suggested that good relationships between 

supervisors and subordinates were very important motivators. The problem with this approach was that 

job satisfaction was not taken into consideration (Mol, 1988:16). 



Miles (1965:151) points out the difference between the Human Relations and the Human Resource 

Theory. He says that people do not only have needs for belonging and respect. but they also wish to 

contribute to meet meaningful objectives. The Human Resource Theory suggests that it is not 'happy 

workers that are productive", but 'productive workers that are happy". This theory also suggests that 

employees use their cognitive abilities with regard to decision-making. The Human Relations Theory 

confirms that employees will be motivated if they are treated well and that job satisfaction creates a sense 

of pride. 

Woodsmall (1991:49-50) refers to the two conflicting theories of motivation which Douglas McGregor 

(1960) calls Theory Xand Theory Y (or Resource Theory). Herzberg. Mausner and Snyderman (195932) 

support these views. They also argue that jobs can be made more meaningful if the tasks are enriched. 

Henberg (1968:72) confirms that employees are motivated if they can demonstrate their skills and 

knowledge and get the recognition they deserve. Their jobs must also be significant and stimulating, they 

must feel responsible and they have to learn new skills continuously. 

Theory X: 

all people dislike work and will try to avoid it. 

due to this many people have to be forced, controlled, directed and threatened with 

punishment, and 

on average people do not show ambition and has to be driven. 

Theory Y: 

work is said to be a natural activity, as is play and rest, 

if people are committed they will direct and control themselves, 

commitment is fostered by rewards, which stem from reaching set goals, 

generally people are and want to be responsible, and 

many employees are creative and innovative with regard to organisational problem 

solving. 

The total human potential in the workplace still has to be unleashed. 

Woodsmall says that both theories are right and wrong. Employees fit into one or the other or both and it 

is important to establish where a particular individual fits in. An employee often 'moves away" and gets 

stuck in a comfort zone where his salary, spouse, and house is acceptable and then he does not find it 



necessary to 'move" anywhere. 

William Ouchi (1981) established the Z theory, which has its origin within the Japanese culture. This 

theory assumes that Z organisations can increase productivity of employees, quality of work and job 

satisfaction. The focus of this theory is: 

Strategy: Identify scarce resources and develop a plan of action to meet specific goals. 

Structure: Characterise the organisational chart, for example functional and 

decentralised. 

Systems: Prescribed structures with regard to reports and meetings, for example. 

Staff Describe important job categories within the firm demographically. 

Style: The way in which specific managers achieve goals and the organisational culture. 

Skills: Unique competencies of key personnel and the organisation itself. 

Superordinate goals: The impact and meaning of strategic organisational concepts. 

The Z theory poses the following weaknesses: 

A loss of professionalism because general rather than specialised abilities are 

emphasised. 

A racial or sexist orientation can develop because of the focus on a homogeneous 

organisational culture and shared values. 

This process requires commitment from all employees and can only be successful over a 

long period. 

The different theories concerning motivation lead to the Contingency Theories of Motivation. Mol 

(1988:19) says that the Contingency Theories do not acknowledge the self-fulfilling prophecy where 

people become who they or others believe they are. If employees are told exactly what to do, they will 

eventually not think for themselves anymore. Sometimes the employees do not even realise that they can 

think for themselves. 

Mol (198838-20) concludes that the 'key to improving South Africa's poor labour productivity does not lie 

initially with the labour force. It lies with the managers who supervise that labour force". He says that 

there is no 'one best way to motivate subordinates". Everything depends on the nature of the task and the 

traits of the employee. This confirms that some causes of motivation are external to the person and 

others are internal. The next section will focus on different motivators and their influence on behaviour. 



Kreitner and Kinicki (1995:144) refer to the following factors, which also form the basis of several 

motivation theories, in an attempt to try to explain behaviour: 

(1) Needs: This suggests that people are motivated by unsatisfied needs. Reference is 

made to Content Theories that will be discussed in 4.3.1 in this chapter. 

(2) Reinforcement It is implied that the eventual outcome or results influence initial 

behaviour. 

(3) Cognitions: Reference is made to expectations, values and cognitive processes. 

Process Theories include the theories of expectancy, equity and goal setting which will 

be discussed in 4.3.2 in this chapter. 

(4) Job characteristics: The job itself impacts on motivation, specifically with reference to 

variety, autonomy and participative decision-making. 

The following categorisation of motivation theories by Gibson (1994:147-248) is widely accepted 

and will be used to structure the discussion: 

4.3.1 Content Theories 

These theories focus on the internal factors that motivate people to start. continue or stop acting or 

behaving (Gibson u., 1994:147). The underlying needs that impact on behaviour are described, but it 

does not suggest what should (or could) be done to motivate individuals, however. The following theories 

fall in this category: 

4.3.1.1 Maslow's Theory of Needs 

Maslow's (1943:370-371) well-known Theory of Needs implies that basic needs have to be satisfied 

before other needs will surface. The ultimate human needs according to him are self-actualisation and 

self-esteem. This suggests that people should take pride in their accomplishments to fulfil these needs. 

The hierarchy of needs according to him is: 

(1) Physiological, for example hunger. 

(2) Safety and security, for example freedom from fear. 

(3) Belonging. for example affectionate and caring relationships. 

(4) Esteem, for example respect and recognition. 

(5) Self-actualisation, for example fulfilling your ultimate potential. 

This theory seems to be widely accepted but it has more philosophical value than what it has any 

fundamental scientific basis (Miner, 1992:56). Newstrom and Davis (1997:124) confirm that despite what 

is said about this theory it significantly affects motivation in the workplace. It helps to identify needs of 

employees, confirms that the needs of employees are different and that constantly satisfying only the 



lowest hierarchical needs will impact negatively on motivation. 

4.3.1.2 Alderfer's ERG Theory 

Alderfer's Existence, Relatedness, Growth (ERG) theory (1972) includes higher- and lower-order needs, 

but suggests that there is no hierarchy. According to this theory, lower-order needs could motivate a 

person if higher-order needs have been satisfied and all needs may be active in varying degrees at the 

same time. Alderfer suggests that needs may increase in intensity if they are satisfied regularly. 

Existence needs refer to the need for security, good working conditions. a good salary and benefits for 

example. The need for interpersonal relationships with family, friends and colleagues is implied by 

relatedness. The intrinsic need of every individual to develop his potential is coined by Alderfer as growth. 

In practice, this theory suggests that if the need of an employee to grow cannot be satisfied, the 

employee's focus should be shifted to relatedness or existence needs to keep him motivated (Gibson 

al., 1994153). Many researchers agree that this theory still needs to be researched in more detail but - 
currently it provides the most reliable explanations of all theories of content for motivation in the 

workplace (Luthans. 1998:121). 

4.3.1.3 McClelland's Need for Achievement Theory 

McClelland and his associates tried to determine what the difference between economically successful 

(U.S.A) and less successful (Africa) industries were and found that motivation was the result of the need 

for achievement and success (Gordon, 1996:121). 

This theory focuses on: 

(1) Need for achievement This refers to the drive to meet objectives. According to 

McClelland (1985:228-251) a person with a high need for achievement (a) will take 

responsibility for his own decisions and performance, (b) needs immediate feedback 

with regard to his achievement, (c) is very innovative and (d) enjoys challenging, but 

attainable, goals and also taking some risks. It is similar to Maslow's needs for esteem 

and sew-actualisation. 

(2) Need for affiliation: This confirms the need of people to relate to others, also on an 

emotional level (McClelland. 1985:334). It overlaps with Maslow's needs for affiliation 

and Alderfer's needs for relatedness according to Gordon (1996:121). 

(3) Need for power: McClelland (1 985:317) says that this suggests that individuals have 

the need to take control for their own and other's work. 

This theory is supported by some, but not necessary all. In the work environment the need for power, for 

example. implies that empowerment of employees will motivate them (Luthans. 1998:165). Research 



done by Kreitner and Kinicki (1995:151) indicates that managers with a high need for power and a low 

need for affiliation are more successful than those with a high need for achievement. 

4.3.1.4 Henberg's Two Factor Theory 

Herzberg (1966:71-91) focuses on the following two factors: 

(1) Hygiene: The implication is that dissatisfaction will move a person to do something. 

Work environment, interpersonal relationships and salary are examples of these 

extrinsic factors related to the work environment. It can be linked to Maslow's lower 

hierarchy needs. 

(2) Motivation factors: Examples are work performance, acknowledgement and 

responsibility. These are intrinsic factors that are part of the work content and if 

satisfied will lead to motivation and job satisfaction. Maslow's higher hierarchy needs 

are similar. 

According to Gordon (1996:125), this theory is widely criticised because of the research methodologies, 

generalisations, discrepancies and disregard for individual differences. Its worth is that it is more 

specifically applicable to the work-related needs of higher level employees and it also suggests that if the 

hygiene factors are satisfied a person will only be in a neutral position and not necessarily motivated. 

Backer (1985:80) found that this theory is equally applicable in South Africa for both black labourers and 

white managers. 

The Content Theories should not be used in isolation and emphasis should be placed on their strengths. 

Their limitations could, however, not be ignored in practice when issues of motivation are considered. 

4.3.2 A Process Theory 

This theory analyses and describes the components that motivate people. It explores the reason@) for (or 

absence of) certain behaviour. This theory will be discussed briefly in the following section. 

4.3.2.1. The Job Characteristics Model of Hackman and Oldham 

The psychologists J.R. Hackman and G.R. Oldham (Hackman. 1991:424-427) have developed a very 

specific theory regarding job enrichment (see Figure 6 as displayed in Mitchell, 198429). They imply that 

specific dimensions of the job impact on the employee's psychological state (internal focus) and this is 

then reflected in job attitudes and behaviour. They focus on the following: 

(1) Core job dimensions: 

taskvariety, 



task identity ('whole job"), 

value of task, 

autonomy with regard to decision-making, and 

feedback regarding results and performance. 

(2) Critical psychological states 

These psychological states depend on the presence of the following core job dimensions: 

job meaningfulness, 

job responsibilities, and 

knowledge of results (performance). 

(3) Personal and job outcomes 

If the core job dimensions are present and the psychological states are experienced positively, the 

outcome will be as follows: 

internal job motivation, 

higher quality of work performance, 

higher job satisfaction, and 

lower absenteeism and labour turnover. 

(4) Need for growth 

This model emphasises individual differences. Not everyone has the same needs for development and 

growth. Employees with a higher need for growth will be more easily motivated by challenges. 



FIGURE 6 

Hackman and Oldham's Job Characteristics Model 
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This model proves very valuable in efforts to increase productivity and it is widely used for job designs, 

job enrichment, self-regulating work teams, job rotation and the development of flatter organisation 

structures. 

4.3.3 Learning Theories 

According to Gibson et (1994:172) most behaviour within organisations is learnt behaviour. for 

example perceptions, altitudes and emotional reactions. This forms part of the underlying link between 

learning and motivation. The following learning theories are widely known: 



4.3.3.1 Classic Conditioning 

The Russian psychologist. Ivan Pavlov, did extensive research with dogs. Initially he determined that their 

mouths would water (unlearnt stimulus) if he gave them food. Then he would give them food and 

simultaneously ring a bell (learnt stimulus). Eventually their mouths would water even if he only rang the 

bell and gave no food. This meant that certain behaviour can be influenced through conditioning and that 

a learnt stimulus can have the same effect as an unlearnt stimulus (Louw, 1986:343-346). 

4.3.3.2 Operant Conditioning 

Skinner is the father of Operant Conditioning. Miner (1992:96) says that operant conditioning is when 

reinforcers are used to stimulate expected behaviour. This implies that learning is a result of behaviour 

and can be controlled with reinforcement and or punishment. 

Mitchell (1984:27-32) says that reinforcement and environmental determinism are two major aspects of 

this theory. In order to understand reinforcement we need to define two different types of behaviour that is 

attributed to humans, namely: operants and respondents. Operants (for example walking) appear without 

any external stimulus. Direct stimulation and instincts control respondents, for example sneezing. 

Reinforcement occurs when an operant action is followed by an environmental event (consequence) 

which ensures that the behaviour will be demonstrated again. This consequence could influence the 

demonstration of behaviour negatively or positively. No mention is made here of cognitive processes. 

Mitchell also says that environmental determinism suggests that current behaviour is the result of our 

previous history of reinforcement. Two different studies indicate that (1) performance is increased by 

reinforcement and (2) different types of schedules (that is the Ifrequency with which a reinforcer is made 

contingent on a specific response") do not indicate a significant difference in performance. It indicates a 

definite difference between using and not using a schedule, however. 

The following reinforcers are distinguished: 

(1) Natural reinforcers: 

Social: attention, recognition, praise and affection. 

Organising policies and procedures to replace less desirable behaviour. 

(2) Contrived reinforcers: 

Extra money and gifts. 

(3) A negative reinforcer: 

Punishment. 



In the operant approach the same problems have to be dealt with as in the Expectancy Theory 

(discussed in more detail later in this chapter in 4.3.7). namely that performance should be defined well, 

countable and observable and rewards given quickly and appropriately. Another problem with this theory 

is that the definitions, which are used in different studies, are not consistent and vary from Skinner's 

original definition. The methodology used in these studies sometimes also exposes other valid 

explanations for behaviour (for example the impact of goals, expectations and other cognitive processes) 

when reinforcement is used and this makes it difficult to distinguish. 

Most job-related behaviour is operant in nature, for example (1) execution of job-related tasks, (2) reading 

financial results and (3) going to work on a scheduled time (Gibson a, 1994:173). The contribution of 

this theory to organisational behaviour lies in knowing when, how oflen and how much to reward. 

4.3.3.3 Reinforcement Theory (Organisational Behavioural Modification) 

The principles of operant conditioning are also applied in this theory and it is widely used with regard to 

job motivation according to Du Brin (1990:97). Gibson (1994:176) confirms this and includes that it 

is also referred to as Organisational Behavioural Modification, which is 'the systematic reinforcement of 

desirable organizational behavior and the nonreinforcement or punishment of unwanted behavior". 

The Reinforcement Theoryfocuses on the following: 

(1) Positive reinforcement: A stimulus that reinforces a response to ensure that the 

response is repeated, for example money or acknowledgement. 

(2) Negative reinforcement: The increase in frequency of a stimulus that has an 

unpleasant result, for example control mechanisms ('policing"). 

(3) Punishment: Punishment confirms unwanted behaviour, for example to deduct money. 

(4) Termination: If positive reinforcement for a specific response is withheld for a period, 

behaviour will diminish accordingly. 

This theory is mainly criticised for the following reasons: 

manipulation of employees to perform and underestimation of their intelligence 

(Newstrom and Davis, 1997:134), 

employees tend to become overly dependant of reinforcement and cannot perform 

without it anymore (Gibson &aJ, 1994:186), and 

the role and contribution of cognitive processes are excluded (Geyer, 1998:26). 



According to Gordon (1996:133) the value of this theory lies in its contribution to understand, predict and 

control work-related behaviour, because it is simplistic, clear and thoroughly researched. 

4.3.3.4 The Social Learning Theory 

The Social Learning Theory (Rotter a,, 1972:l-11) was developed by Rotter to explain for human 

behaviour in complex social situations and it defines personality as '... the interaction of the individual 

and his meaningful environment." They also say 'the occurrence of a behaviour of a person is 

determined not only by the nature or importance of goals or reinforcements but also by the person's 

anticipation or expectancy that these goals will occur. Such expectations are determined by previous 

experience and can be quantified". Rotter and Hochreich (1975: 96) define expectancies as the 

individual's impression of reinforcement that might follow as a result of his behaviour. Rotter distinguishes 

between general and specific expectancies where general expectancies are applicable in various 

situations and specific ones refer to very specific situations. Rotter and Hochreich (1975:105) refer to 

internal versus external locus of control (discussed later in 4.6 in this chapter) of reinforcement as a 

generalised expectation. Reinforcement is described as "any action, condition, or event "which impacts on 

a person's movement towards a goal. These reinforcements can be either positive or negative. 

Albert Bandura says that the Social Learning Theory explains psychological functioning with reference to 

the relationship between behaviour, learning, personal factors and environmental events (Wood and 

Bandura, 1991:91). According to him behaviour is learnt from observing others in a social context and 

determined through both personal factors and environmental factors. 

The following factors are said to be important for any organisation: 

(1) development of the employee's thinking, social and behavioural skills, 

(2) establishment of self-efficacy for employees to believe in themselves and reach their 

potential, and 

(3) increasing motivation by setting objectives (Wood and Bandura. 1991:180). 

Gibson et (1994178) confirms that this theory is valuable in that it acknowledges the impact that both 

internal and environmental factors have on behaviour. 

4.3.4 The Goal Setting Theory 

As already mentioned, the setting of objectives also plays an important role in the Social Learning Theory. 

Locke (1968) says that employees set goals for themselves and that if a company can influence these 



goals, the work behaviour will be affected. Intentions, goals, acceptance and commitment mainly motivate 

behaviour according to this theory. He suggests the following: 

(1) Set clear and difficult goals. 

(2) Set them participatively. 

(3) Get acceptance and commitment. 

(4) Give feedback on goal-attainment or lack of it. 

These ideas have also been used by Gary Latham (Latham & Baldes. 1975:122-124) for different job 

categories: secretaries, research scientists, tree planters, beaver trappers and truck drivers. Locke and 

Latham (Locke &&, 1991:357) unequivocally proved that by setting goals both work motivation and 

performance were increased. 

Goal commitment is an inherent part of this theory (Locke a, 1991:371) and the determinants are: 

(1 ) external factors: 

legal authority 

group pressure 

reward 

(2) interactive factors: 

participation 

(3) internal factors: 

self-efficacy 

0 self-administered reward. 

According to Luthans (1998:207) this theory is widely supported and accepted, but there are a few 

limitations with regard to the application of this theory: 

(1) the difference between quantitative and qualitative goals, 

(2) task complexity, 

(3) unrealistic goals are risky and counterproductive, 

(4) it could lead to unhealthy competition, and 

(5) higher stress. 



4.3.5 Adams's Equity Theory 

This theory is very important when considering work-related motivation according to Luthans (1998:180). 

J. Stacy Adams (1965~274) developed this theory, he based it on the comparison of input (or efforts), and 

the outcomes based on that, in comparison with others in similar situations in the workplace. 

Mitchell (198421) says it consists of the following components: 

Rewad: 'Any outcome that contributes to need gratification." 

Cost "The result of the process required to attain the outcome (for example, effort and 

anxiety)." 

Outcome: 'Reward minus cost. A positive result means a profit and a negative result 

means a loss." 

Comparison level: 'The individual compares outcomes across alternatives and chooses 

the outcome that represents a 'fair' exchange. This comparison level is often defined as 

one's colleagues. It suggests that individuals compare their input and recognition to that 

of their colleagues and this determines whether an individual feels that he is treated fairly 

or not. 

Mowday (1991:114) sums up the theory as follows: 

perceived unfairness creates tension, 

0 the level of tension is dependant on the degree of unfairness, 

0 the tension will motivate the individual to remove or decrease the unfairness, and 

the degree of the motivation to deal with the unfairness is related to the amount of 

perceived unfairness. 

Problems with this theory are: (1) little is known about how a 'comparison other is selected, (2) it is 

difficult to define input (effort) and outcome. (3) little is known about combinations of inputs and outcomes 

and (4) these factors might change over time. More criticism against this theory is that the research 

focuses too much on salary as the greatest outcome. The motivational process is oversimplified and 

individual needs, different value systems and personalities do not get sufficient consideration (Gordon, 

1996:128). Research has indicated that if individuals are treated fairly it contributes to work satisfaction, 

organisational commitment, lower absenteeism and lower turnover (Kreitner & Kinicki, 1995176). 

Other research indicates that there is a difference between equity and equality (roles that are 

differentiated) and that teamwork and interdependence also play a role. It was also found that contextual 



factors affect equity ratios and resolution strategies, for example culture, family orientation and personal 

values (Mitchell, 198422). 

Some applications of this theory in the workplace are: 

Companies should reward employees equitably; otherwise they will decrease their 

efforts, feel dissatisfied andlor leave their jobs. 

People see rewards as relative. Reward is compared to that of others doing similar work. 

In other words the interpersonallsocial comparison is important. Pay scales could be 

made public to confirm equity only if fair and objective reward and appraisal structures 

are implemented. If these are in any way subjective or based on whom you know or 

personality characteristics it may increase problems. Research indicates that if a person 

feels under rewarded, he will decrease effortslquality, whereas if a person feels over 

rewarded he will increase his efforWquality (Mitchell. 1984:24-25). 

The Equity Theory also forms the basis for the Attribution Theory that will be discussed in the following 

section and it offers some explanations for locus of control that will be discussed later on in 4.6 in this 

cha~ter. 

4.3.6 The Attribution Theory 

Fritz Heider is the father of this theory. According to Luthans (1998:180) this theory and the Equity Theory 

are the most important contemporary theories with regard to motivation. Weiner (1972:313) confirms that 

this theory focuses more on the relationship between personal perceptions and interpersonal behaviour 

than individual motivation. 

Weiner (1972: 430) identied four attributions that determine success or failure regarding work 

performance, namely (1) ability, (2) task complexity, (3) effort, and (4) happiness. Luthans (1998: 118) 

classifies these attributes according to two types: 

(1) dispositional attributions: internal factors for example personality, effort (motivation) 

and abilities, and 

(2) social attributions: external factors for example equipment. work environment and 

social influences. 

This theory definitely helps to understand, interpret and predict behaviour according to Pate (1987:62). 

Luthans (1998:184) says that it explains goal setting behaviour, leadership behaviour and poor work 

performance. 



4.3.7 The Expectancy Theory 

Vroom (1964:203) says that an employee will be motivated if he thinks that he will be successful and if 

the reward is worth his effort. He also suggests that both ability and motivation influence work 

performance. According to Wagner and Hollenbeck (1995:170) this theory explores the determinants of 

attitudes and behaviour in the workplace. 

This theory is based on three components: 

(1) valence: an expected positive, negative or neutral outcome as a result of 

performance/behaviour, 

(2) instrumentality: the belief that success will lead to reward, and 

(3) expectancy: the perception of the relationship between efforts and performance. 

Vroom (1964:203) says that work performance is directly related to the relationship between abilities and 

motivation. Newstrom and Davis (1997:145) confirm the following: 

Motivation = Valence x Expectancy x Instrumentality 

Mitchell (1984) provides the following applications for this theory in the workplace: 

people make choices based on what rewards they expect to get, not on what they 

actually got in the past, 

rewards should be linked to desired behaviour, for example attendance, punctuality and 

working hard should be rewarded 'explicitly, publicly and frequently", and 

different people need to be rewarded in different ways and this should be accounted for 

somehow. 

Villere and Hartman (1990:iii) criticise this theory because it suggests that all behaviour is on a conscious 

level. This theory is, however, one of the most powerful diagnostic models to determine why employees 

are motivated or demotivated (Newsom. 1990:51). This theory also acknowledges the fact that an 

individual has thoughts, perceptions and beliefs that also impact on behaviour and performance. 

4.4 Motivation Models 

These categories of theories suggest that behaviour cannot be explained in isolation, but that different 

theories (models) should be integrated to try to explain behaviour. 



Steers and Porter (1991:6-20) say that a motivation model consists of four building blocks, namely: (1) 

needs and expectations, (2) behaviour, (3) goals, and (4) some form of feedback. They also mention 

three variables that affect motivation: (1) individual characteristics. (2) job characteristics, and (3) work 

environment. 

(1) Individual characteristics: 

0 interests, 

attitudes with regard to ( I )  to (3), and 

needs regarding security, social issues, success and achievement. 

(2) Job characteristics: 

0 types of intrinsic reward. 

0 autonomy, 

direct feedback regarding performance, and 

task variety. 

(3) Work environment: 

immediate environment (colleagues and supervisor), and 

organisational practices (remuneration, bonuses and climate). 

4.4.1 The Expectancy Model of Porter and Lawler 

This model forms the basis for contemporary research about motivation in the workplace because it is 

empirically strongly supported, it integrates perceptions about motivation and it provides clear guidelines 

and methods on improving motivation according to Gordon (1996:134). 

According to Luthans (1998:178) it also addresses Expectancy Theory limitations by: 

focusing on the origin of valence, instrumentality and expectations, 

addressing the relationship between employee attitudes and work performance. 

and 

looking at what follows performance (satisfaction). 

Lawler (1981 :18) confirms that expectancy, valence and instrumentality are the main components of this 

theory. Porter (1 981:290) defines motivation as follows: 



Motivation = (EP) x Z [(po)(V)] 

E = Expectations (subjective) 

P = Performance (successful) 

p = performance (perception that it will have a certain o) 

o = outcome (result of performance) 

V = Valence 

Some criticism against this model is that it places too much emphasis on salaries (positive outcomes) and 

too little on abilities (Kreitner B Kinicki. 1995:182). Barnard and Venter (1991:28) say that the Expectancy 

Model of Porter and Lawler is best model to use in the investigation of work-related motivation. Wagner 

and Hollenbeck (1995:170) support this view and use this model as the basis for their Diagnostic Model of 

Motivation and Performance (which will be discussed in the following section). 

Luthans (1998:180) mentions obstacles that can influence the relationship between work motivation and 

work performance in the application of this model: 

uncertainty about abilities, skills and knowledge. 

physical and practical implications of the work, 

interdependency between the work and other people and activities, and 

uncertainty about job requirements. 

4.4.2 The Diagnostic Model of Motivation and Performance of Wagner and 

Hollenbeck 

This model of motivation consists of six components, namely (1) valence, (2) inst~mentality, (3) 

expectancy, (4) accuracy of role perception, (5) ability and experience, and (6) fairness of reward 

(remuneration). It focuses on the following outcomes: (1) need for performance, (2) intensity of effort 

(drive), (3) performance, and (4) satisfaction. 

Wagner and Hollenbeck integrate different theorieslmodels into their own model to: 

1.1 make it more comprehensive: 

1.1.1 Porter and Lawler's Expectancy Model 

1.1.2 Theories of Needs (explain development of valence) 

1.1.3 Learning Theories (explain perceptions regarding instrumentality) 

1.1.4 Self-efficacy Theories (explain the origin of performance effort 

expectations), and 



1.2 also address outcomes like abilities, goals and strategies: 

1.2.1 Equity Theory, and 

1.2.2 Goal Setting Theory. 

This motivational model addresses the limitations with reference to goals and abilities of the previous 

model and it meets all the requirements of motivational models according to Steers and Porter (1991 :6). 

4.4.3 The Motivation-Performance Model of Mitchell 

Mitchell (1984:lO) defines motivation as being '...concerned with action and the Infernal and exfernal 

forces that influence an individual's choice of action". Motivation is described as an antecedent and - 
performance as a consequence. Mitchell confirms that if employees are motivated. this motivation should 

be turned into behaviour and ultimately into performance. Performance is an external measure used to 

evaluate employees. This measure is established through consensus. It may be linked to behaviour or it 

may not. It may add up to a sum total of all individual behaviours, it may be the result of behaviour andlor 

it may be the actions/outwmes of groups. 

According to him, ability and job knowledge are infernal causes of behaviour and performance. Ability is 

the desire to demonstrate a cognitive or physical skill. It is seen as both genetically determined and 

learned behaviour, a notion that also supposes some limitations. Behaviour is usually the result of both 

ability and effort. The degrees vary depending on person, task and time. Job knowledge is information 

gathered through job descriptions and exposure. 

According to Mitchell (1984:lO-13) arousal, intentions, behaviour and performance influence the 

motivational process. 

I Arousal: This refers to mechanisms that energise individuals. In other words, 

physiological, security and social needs, for example. Needs are an internal cause of 

arousal. 

Social facilitation is an example of an external cause of arousal. This suggests that the presence of others 

cause physiological arousal. This can be attributed to the fact that others evaluate both our performance 

and our being, and we want to be seen in a favourable light. Personal responsibility is evident from 

studies that indicate that people who put their names on their work perform significantly better on that 

particular job than those who did not. Certain companies now make their employees responsible for the 

equipment they use and allow them to set, adjust, maintain and repair it. Social facilitation alone is not 

enough, however, to motivate behaviour. The intent to act also has to be present. Other individual needs 

that stimulate action are competence, curiosity, achievement, affiliation and power. Arousal does not 



necessarily imply that performance will be good or behaviour appropriate. It merely motivates us to act. 

(2) Intentions: There are two schools of thought regarding intentions. The one feels that 

internal factors such as thought processes determine intentions and the other focuses 

on externalfactors. 

Internal factors: 

(2.1) This implies that decisions are based on rewards. The importance of (a) the link 

between action (for example effort regarding the job) and outcomes (for example 

praise) and (b) the valuelimportance of the outcomes are stressed. 

(2.2) Goals and commitments affect intentions. 

(2.3) Social comparison is evident with regard to fairnesdequity. People analyse their time 

and effort and what they get in return, for example money and praise. 

External factors: It is believed that external factors impact on the intentions of an individual through 

agnitive processes. Examples of external factors are: people send each other messages about what 

acceptable behaviour is, group norms and values, the behaviour of models are often copied, interesting 

and rewarding jobs and other rewardslpositive consequences. 

(3) Behaviour: Motivation, ability, knowledge and dependency stimulate behaviour. Social 

dependencies refer to being in a group, where co-ordination and communication 

create dependency. Technological dependencies involve administration or machinery, 

and environmental dependencies refer to the weather, noise and workspace, for 

example. 

(4) Performance: This standard measures excellence. Performance reflects the following 

behaviour: 

(4.1) Performance may be behaviour aggregated over time, for example a golf 

handicap. 

(4.2) Performance may be different behaviours aggregated to a "higher level" of 

conceptualisation, for example attendance. 

(4.3) Performance may reflect outcomes and not actions, for example sales. 

(4.4) Performance may portray traits instead of behaviour, for example 



assertiveness. 

(4.5) Performance can be seen as a group and individual behaviour, for example the 

number of innovations produced by a division. 

Furthermore, Mitchell (198417) refers to external causes o f  behavlour and performance as 

dependencies. These are factors employees rely on to do their work, for example other employees, 

effective machinery and efficient schedules. In other words, employees are dependent on motivation. 

ability and relevant information, equipment and guidelines to perform well. Employees working together 

are interdependent. If problems arise that impact on motivation andlor performance, the specific issues 

should be identified and addressed. The problems could be interpersonal or related to the task or the 

group dynamics. Other external factors that may have an impact are administrative issues and the job 

environment (noise levels and privacy, for example). 

4.5 New trends in motivation theories 

Luthans (1998:186) refers to the development of new motivation theories: 

4.5.1 The Agency Theory 

Geyer (1998:50-51) states that this theory reflects on economicallfinancial aspects. It implies that the 

director (owner, board members or top management) employs people (agents) to render certain services. 

The interests of the director and agents can be in conflict and this theory explores the possibilities for the 

directors to achieve their goals by appropriately rewarding agents for desirable outcomes. 

4.5.2 The Control Theory 

This theory derives from literature about organisational behaviour, according to Geyer (1998:50). It is 

based on the individual's perception about the amount of control that he has over his l i e  and work 

environment. 

This theory can be linked to locus of control that will be discussed in more detail in the next section. 

4.6 Locus of control 

Heider's (1958) Attribution Theory and Rotter's (1966) Social Learning Theory (discussed earlier under 

4.3.6 and 4.3.3.4 respectively) form the basis for the theory of locus of control. According to Plug @. 
(1986:207, 277) locus is the Latin term for place. They also refer to the description by J. Rotter (1966) of 

locus of control as a dimension of personality, which indicates to what extent a person feels that he 

himself (internal control) or situational factors (external control) determine his behaviour. Control 



seems to be an important factor with regard to how living structures organise themselves with the focus 

on either external locus of control or internal processes (Le Roux, 1987:35). 

A logical conclusion regarding internally versus externally controlled individuals would be that internal 

control would implicate more overt striving for achievement than external control, which suggests little 

control over the environment. There are two limitations to this approach (Rotter u, 1972:288 - 
applicable to American college students and adults, particularly males): 

1. '... there are more defensive externals or people who have arrived at an external view 

as a defense against failure but who were originally highly competitive". They still 

strive for achievement, but account for failure in expressed external attitudes. 

2. Specificity: intemal-external control attitudes cannot be generalised; more specificity 

determines responses in a highly structured academic environment. 

People judge the control they have over reinforcements differently. Rotter (1966:l) indicates that some 

people may think that luck, chance, fate and other's powers will determine the outcome of their actions 

(external locus of control of reinforcements). On the other hand, others may think the amount of control 

they have is dependent upon their own 'behaviour and attributes, abilities and skills" (internal locus of 

control). Rotter believes that people who have an external locus of control will behave differently from 

those who have an internal locus of control. Behaviours that were identified to differ, were 'risk-taking. 

quitting smoking, time needed to make difficult decisions and changes in reinforcement expectancies 

following success or failure in tasks". 

Schepers (1995) suggests that locus of control is constituted of three components, namely (1) internal 

locus of control, (2) external locus of control, and (3) autonomy. These components (and other related 

aspects) will now be discussed in more detail. 

4.6.1 Internal locus of control 

Le Roux (1987:35) focuses on internal processes when he refers to how living organisms organise 

themselves. 

Mitchell (19847-8) refers to schools of thought that suggest that internal rnechanisrns impact on 

behaviour, for example instincts, personality traits and thought processes: 

Instinct is described as "an internally generated drive to activity". This drive is said to be 

genetic and hereditary, for example aggression, shyness and cleanliness. Instincts are, 

however, not regarded generally as determinants of behaviour. 

Personality traits can be hereditary or situational. These traits are also linked to an 



individual's past and current experiences. 

Cognitive or thought processes account for the impact of attitudes, beliefs and values on 

behaviour. This implies that memories, expectations and evaluations will also determine 

behaviour. Cognitions are influenced by our 'self-serving motives", a fallible memory and 

information-processing skills that are limited. 

Mitchell also propounds that if behaviour were only determined by the environment, human capacity 

would almost be limitless. We could become anything we wanted. Our capacity is, however, subject to 

both internal genetic and external environmental factors, with greater emphasis on environmental factors. 

Individuals have both physical and psychological limitations. Limitations identified through research are. 

for example, the contention that limited dimensions of information can be dealt with at a given time, the 

limit on what can be stored and remembered and systematic errors in processing information. These are 

referred to as human errors (Mitchell. 19849). 

Rotter (Rotter U, 1972:289) conducted a study where he investigated the following variables: 

independence, suggestibility and conformity as related to internal-external control. It seems that lntemals 

(individuals that are internally motivated) are more resistant to pressure from outside, if they are aware of 

manipulation. If Internals, however, conclude that it would be to their benefit to conform, they will be less 

resistant without letting go of control. A series of studies strongly supports the fact that the individual who 

believes he will determine his own destiny (Internal Controls). will: (a) be more aware of aspects of the 

environment that may impact on his future, (b) take action to improve the environment. (c) value skill and 

achievement reinforcements and focus on own abilities, especially failures and (d) resist subtle efforts to 

influence him (Rotter 1972:294). 

4.6.1.1 General internal locus of control theories 

Hingar (1977:19) points out that intrinsic factors impact on job satisfaction and suggests that an 

organisation should try to satisfy higher levels of needs according to Maslow's classification: (a) 

physiological needs, (b) safety needs, (c) love. (d) esteem and (e) self-fulfilment. A suggestion is made 

that managers focus on intrinsic rather than extrinsic factors to motivate personnel. Various surveys that 

were conducted on employees on managerial levels, who receive merit-related payments, consistently 

indicate that these employees are not satisfied with their pay. If payment is directly linked to a specific 

task, the intrinsic interest in the task itself will decrease (Hudy, 1992:63). 

Mitchell (198419) refers to different theories of "Intended choice with an internal focus": 

(1) The Expectancy Theoty (discussed in more detail earlier under 4.3.7 in this chapter) 

proposes the following with reference to an internal focus: 

that anticipation and estimation will affect choices. (People make choices based 



on what rewards they expect to get, not on what they actually got in the past.) 

the expectation that there will be an outcome and an anticipated satisfaction. 

(Rewards should be linked to desired behaviour, for example attendance, 

punctuality and hard work should be rewarded 'explicitly, publicly and frequently"), 

and 

the 'force" on the person to decide on a specific action. 

The Goal Setting Theory (discussed in more detail earlier under 4.3.4 in this chapter) 

also focuses on internal factors. Locke (1978) states that employees set goals for 

themselves and that if the company can influence these goals, the work behaviour will 

also be affected. Intentions, goals, acceptance and commitment mainly motivate 

behaviour. according to this theory. 

The Equity Theory (discussed under 4.3.5 in this chapter): This theory implies that 

motivation is the result of an internal 'balance sheet" which dictates what should be 

done and what not. 

Hudy (199267) consolidates the two different theories regarding intrinsic motivation (personal orientation) 

in the workplace as developed by David McClelland and the findings from the Acumen International 

Management Assessment Instrument. He holds that the following intrinsic factors impact on work-related 

motivation: 

(1) task preferences -which tasks are preferred most. 

(2) project preferences -what is preferred with regard to projects. 

(3) favourite role - interaction with colleagues, 

(4) needs with regard to colleagues, and 

(5) skills focus - preference in terms of skills used. 

4.6.2 External locus of control 

We have no say with regard to our birth date, our country of origin, our parents or any genetic 

determinant such as gender, according to Efran && (1990:51). They suggest that the "structure of our 

language gives the appearance of choice where none exists". A situation is influenced by the words "it is 

your choice" even if we have no control over it. It is sometimes believed that we do have control and it 

becomes very difficult to distinguish between different internal and external influences. Internal beliefs are 

often influenced and altered by external influences and it is often difficult to determine the original 

determinant of any given behaviour. 



The following (Figure 7) is a classic example of someone with an external locus of control: 

FIGURE 7 

4.6.2.1 General external locus of control theories 

Mitchell (1984:7, 27) refers to Behaviourists who believe that almost all behaviour is learned and that we 

are thus products of our environment. In other words, if we can control our environment, we can control 

people. 

Furthermore, he refers to Theories of Intentions with an external focus: 

(1) Rewards (for example operant conditioning - discussed earlier under 4.3.3.2) 

(2) Tasks (for example job enrichment, job design and job enlargement) 

Mitchell (198428-29) states that the first contribution in this regard was produced by F.W. Taylor. His 

scientific-management approach implies that designing jobs and training people can attain maximum 

output in the workplace. 

This led to the time-and-motion research studies that attempted to determine the following: 

finding the best physical approach to the work, that was howlwhere to stand 



andlor move. 

how to break down jobs into easier, more repeatable and learnable tasks, 

0 minimising effort and lost time by arranging tools and equipment efficiently, 

increasing effectiveness by optimising plant construction with regard to noise, 

ventilation and other support facilities. 

reducing unnecessary work by designing special tools for specific jobs, for 

example conveyors, and 

eliminating all work that is not relevant to a specific task and could cause 

fatigue. 

These studies produced very valuable information regarding man and machine in the workplace. Training 

became more important and expensive and people became bored more easily with the repetition of work. 

Expectations were also higher because of higher education levels. 

The emphasis on job design changed as a result of the aforementioned. Job enlargement and job 

enrichment were then explored and the focus was placed on human problems. Job enlargement referred 

to horizontal job enlargement, which included expanding the scope of work. It also included hours of work 

and maintained basic duties with small adjustments. Job enlargement could be brought about by 

challenging the employee, introducing machines to do more difficult and repetitive tasks, including more 

tasks in a specific job and applying job rotation to improve skills, variety of tasks and exposure. Job 

enrichment implied more drastic changes to the work. Both horizontal and vertical restructuring of jobs 

became eminent. The purpose would be to increase job satisfaction and meaningfulness of work. 

The focus was more on: 

results and less on control of employees, 

increased personal responsibility and accountability, 

whole tasks, 

0 access to more information and more freedom on the job, 

the importance of skills and development of employees, 

0 the encouragement of employees to use their discretion, 

two-way communication, and 

feedback on performance. 

(3) Social interactions (for example social factordnoms) 

Research has indicated that different social factors impact on motivation. Reference has already been 

made to arousal and social facilitation. The psychologist B. Latane contends that the influence of other 

people increases if an individual is (and feels) that they are aware oflwatching him. It also depends on the 



exact whereabouts, importance and number of the other people. If a person is aroused by the presence 

of co-workers he will be affected by what the co-workers say about the work and also about acceptable 

behaviour and attitudes. 

Mitchell (198429-30) confirms that social interaction or social cues, for example social norms, also affect 

behaviourlperformance. Social norms are created when group members share information about 

expected attitudes or behaviour. Norms can be generated regarding, for example. productivity. The social 

learning approach (discussed earlier under 4.3.3.4) suggests that people reenact behaviour of salient 

and important people they deal with. 

4.7 Other related aspects and theories 

4.7.1 Salutogenesis 

Antonovsky (1979:117) introduced the term salutogenesis that focuses on the origin of health and tried to 

find answers to the question: '(w)hat facilitates one's becoming healthier?". The focus is on handling 

stress and concerns, staying healthy and functioning optimally. According to Antonovsky locus of control, 

a sense of coherence and self-sufficiency (see following discussion) impact on health (psychological 

health is implied). 

4.7.2 Sense of coherence 

Antonovsky (1979:123) introduced the Sense of Coherence Theory and described it as an orientation that 

expresses the extent to which one feels that one's internal and external environments are predictable and 

that everything will work out reasonably well. In other words. a positive attitude, approach and orientation 

created a certain positive expectation about the positive outcome of certain events. 

4.7.3 Self-sufficiency 

Bandura (referred to by Pretorius, 1999:51) asserts that knowledge and ability do not predict performance 

or achievement. According to him. self-sufficiency explains why individuals with similar knowledge and 

skills behave differently. Self-sufficiency refers to what individuals believe about their own abilities, 

motivation, cognitive resources and the actions they need to take to meet certain situational needs and 

also about the outcome of their efforts. 

4.7.4 Autonomy 

Schepers (1995) says that it is not only internal andlor external locus of control factors that determine 

behaviour. He suggests that autonomy also plays a role and, according to him, it refers to the extent to 

which people believe in themselves and their abilities and their self-confidence. This will ultimately 



determine whether an individual will act independently and take action to solve problems. 

4.8 Chapter conclusion 

This chapter confirms that there are different reasons why some people or employees are more motivated 

than others are. It also illustrates that these so-called reasons are different for different individuals. Both 

internal and external factors, that can promote motivation, were mentioned and can possibly explain 

motivation (or demotivation) in general, or specifically with reference to the workplace. 

The following chapter will focus on the impact of culture of origin and organisational culture on the 

construction of reality. 



CHAPTER 5 

CULTURAL DIVERSITY 

5.1 Introduction 

With reference to the previous chapter dealing with motivation and the underlying theories of motivation, 

this chapter will focus on the role and impact of both external culture (culture of origin) and internal 

(organisational) culture with regard to an individual's experience of reality and the interpretations and 

constructions resulting from that. Gosteli (1996:24) states that a specific culture, organisation climate and 

communication skills create interest within individuals and, according to him, that is the most important 

source of motivation. 

From an organisational culture perspective the focus of this chapter will also be on a climate study that 

was done in 2000 within the target industry where the respondents of this research study are employed. 

People from different race groups and cultures were automatically part of this research study as it is a 

multi-racial and multicultural organisation. The climate study was divided into two categories, namely that 

for higher category and lower category employees, as indicated and discussed from 5.2.2.3. 

In an effort to explain and to come to an understanding of the concept of cufiure applicable to this 

research study, relevant definitions and descriptions will be reflected and discussed in the following 

section. 

5.2 What is culture? 

Culture can be defined as follows (Plug u, 1986:196): 

(1) the sum total of customs or habits, guidelines for behaviour, language, arts, science and both 

religious and political behaviour that distinguishes humans from other organisms, or even one 

community from another. 

(2) a community or group of people that can be distinguished from the broader community because of 

their lifestyle, arls, and so forth. This can also be referred to as a sub-culture. 

(3) the intellectual and artistic aspects of life in contrast with the material and technological aspects. 

Mijller (2000:33) quotes Augsburger who asserts that human beings are both the inventors and 

inventions of culture. He referred to the Malayan proverb: "Like the frog under the coconut shell". The frog 

is in the dark, and will remain there, until he comes out from underneath the coconut shell. This reflects 



on how we oflen cannot climb out from underneath our cultural shells and therefore we tend to 

experience other people's worlds as dark and incomprehensible. Cultural stories and value systems are 

often restrictive in the sense that they are seen as non-negotiable. 

Max Weber (as quoted by Ruggie, 1998:856) states 'we are cultural beings, endowed with the capacity 

and the will to take a deliberate attitude towards the world and to lend it significance". He also affirms that 

cultural identity determines family identity, which in turn determines personal identity. Each family or wider 

system such as a cultural group has core stories that determine its unique identity. The broader 

narratives of the family, environment and culture influence each individual's story. Cultural practices 

mainly define whom we are through "describing, labeling, classifying, evaluating, segregating, excluding, 

etcetera", according to White and Epston (1990:viii). 

5.2.1 External culture (culture of origin) 

External culture refers to the culture or tradition of employees that shapes and influences their lives 

outside the workplace. The way in which a person sees both himself and his needs is influenced by social 

norms in relation to motivation, according to Viteles (19.5498). Gee* (1973:5) suggests '...man is an 

animal suspended in webs of significance he himself has spun. I take culture to be those webs, and the 

analysis of it to be therefore not an experimental science in search of law but an interpretative one in 

search of meaning". With reference to emotions. Gergen (1991:165) says the following: "Cultural rules 

govern when and where an emotional performance can occur, as well as others' reactions to these 

performances". 

Wallace and Wallace (198932-40) contend that culture refers to "values, norms, language, tools, and 

other shared products of society that provide a plan for social life and are passed on from generation to 

generation". They highlight different views or approaches in order to explain differences between 

cultures. According to the functional approach, culture ensures social order through prescribing ways of 

behaving and passing these on from one generation to another. Culture also allows one to benefit from 

achievements of previous generations. The ecological approach refers to the way in which societies 

adapt to their physical environment for survival purposes. The evolutionary approach suggests that 

culture develops through stages to suit the environment. The conflict approach indicates that conflict, 

rivalry and transformation affect culture. Lastly, it is suggested that people create their own symbols, 

words and ideas and this is referred to as the symbolic interactionist approach. Therefore language plays 

a vital role as one of the salient elements of culture. 

Gergen (1991:lO) states that language determines our experiences within a specific culture and that we 

are culturally, and not biologically, founded. If different people share the same language constructs they 

effectively share different cultures and philosophies of life (Miiller, 2000:12). Efran Ual. (1990: 52) assert 

that we even use the language of our own community to think and evaluate our successes or failures. 

(See a more detailed explanation of language in 3.5.) 



5.2.2 Internal culture (organisational culture) 

For the purpose of this study. internal culture refers to the organisational culture. Harrison (1993:ll) 

proposes 'culture is to an organization what personality is to an individual". This includes written (and 

unwritten) policies, guidelines. shared values and beliefs that determine the behaviour of the organisation 

and its people. 

The management team of an organisation provides strategic direction through vision and mission 

statements to motivate and direct where the organisation wants to go, and how it will get there. The 

internal culture should be aligned with this strategic direction. 

Sherif (1948:177) states that group norms impact on the reactions of an individual even if he is 

functioning outside that particular group. The relevance of this notion in the industry is that the employee 

will do the same, that is, transfer groupdetermined norms from one situation to the next. This will 

ultimately influence the corporate culture or 'personality" of an organisation. 

Internal or organisational culture comprises of values that reflect the 'attitudes. mindsets. beliefs. and 

understanding that impact on how work is accomplished and how employees deal with each other" 

(Byham, 1986:2-7). Beliefs and feelings determine values, according to him. Furthermore, values 

encourage or discourage certain behaviour and the dominant culture within an organisation develops 

from the dominant cultural values. Organisational stnrctures and systems affect cultural values (and vice 

versa). Current and historic values and expectations within a particular society impact on organisational 

values. It is important to bear in mind that cultural values within an organisation ofIen conflict with each 

other. for example 'product quality" may conflict with 'profit" when projects exceed their budgets. Another 

example of this is to determine whether cost, schedule or quality gets preference at a given point in time. 

An apt example of organisational culture is the Lincoln Electric Company that developed its own kind of 

miniature society where the social norms dictated to employees who they were supposed to be. They 

were to be considered as business people and not just hired labour, and were expected to act 

accordingly. Studies have shown that American people identify with social class (middle/upper/lower) and 

this correlates with the roles they play in an industrialised society. This 'outstanding achievement" could 

be ascribed to the fact that the Lincoln employees identified with the company and its welfare. and not 

with other people working at any other company (Lincoln, 1951 :152). 

5.2.2.1 Internal culture levels 

Landman (1999:19) refers to French and Bell who distinguish between overt and covert levels, and 

Schein and Pieterson that refer to three different internal culture levels, namely: surface culture, 

intermediate culture and depth culture. 



Surface culture level: 

Issues like technology and visible and audible behavioural patterns are easily noticed, but not 

necessarily easily interpreted. Other examples are records, documentation, processes and procedures. 

structure, products and services, policy, strategic objectives and financial resources. 

Intermediate culture level: 

This level refers to how people explain, motivate and justify their behaviour. It includes shared 

values, behavioural norms, perceptions and attitudes of employees with regard to organisational and 

management practices. 

Depth culture level: 

This level is the core of the personality of the organisation. Organisational culture is viewed from a 

perspective where ideas and assumptions unite and influence the behaviour of employees. This refers to 

unconscious and deep-seated beliefs and assumptions about the world, life and human nature. 

These levels overlap and interact. The surface and intermediate culture levels are more objective, whilst 

the depth culture is generally subjective. 

5.2.2.2 Types of internal cultures 

Harrison (1993) refers to the following types of internal culture: 

5.2.2.2.1 Power culture 

A power culture is based on strength. Other aspects that play an important role are direction. 

decisiveness and determination. 

The strengths of power-oriented organisations are: 

they consolidate individual efforts behind the vision of the leader, 

they can make quick internal changes and move in the market, 

they manoeuvre the knowledge, wisdom and talent of the leader, and 

they can give direction and certainty, and decrease conflict and confusion when danger and 
emergency prevail. 

The limitations are: 

change can be inhibited by the vision and flexibility of the leaders. 

hands-on management in large organisations can produce chaos and inefficiency, 

emphasis is placed on gaining favour with leaders and politics prevail, 



leaders seize opportunities and could disrupt systems, schedules and plans. 

leaders do not get negative information (bad news), 

0 leaders have too much work and subordinates cannot get their work done because of approval that 
takes too much time, and 

short-term planning and thinking. 

5.2.2.2.2 Role culture 

Structure is the most important facet of this kind of culture. Other aspects are order, stability and control. 

The strengths of roleoriented organisations are: 

structures and systems are advanced and efficient and reduce training time, 

less conflict, turf baffles, chaos and indecision because of clearly defined authority and responsibility, 

guidelines are clear and fair and protect individuals from exploitation and abuse of power, 

the %heel does not have to be reinvented", because systems, procedures and 'organisation 
memory" are in place, and 

0 structure, routine and predictability ensure security and less stress. 

The weaknesses are: 

change is difficult and slow in turbulent environments, 

trust is low and requires time-consuming checking and reporting, 

organisation boundaries can easily create non-collaborative entities, 

decentralisation causes sub-optimisation, 
0 people do what rules dictate and not necessarily what needs to be done, and 

confined jobs under-utilise the creativity and talents of lower-level subordinates. 

5.2.2.2.3 Achievement culture 

The main theme in this kind of culture is competence. Other issues that prevail are growth, success and 

distinction. 

Strengths within an achievement-oriented culture are: 

striving to meet mutually valued goals, 
0 a decreased need to control individuals, 

high internal motivation. 

ultimate utilisation of individual talents, 
0 organisation members have high self-esteem, 



quick learning and problem-solving, and 

quick adjustment to change. 

The limitations are: 

very demanding on individuals, 

a waste of resources, 
0 an inward, narrow, parochial focus, 

arrogant competition between groups, 

ruthlessness, where the noble end justifies dishonourable means. and 

individuality impacts negatively on control and co-ordination. 

5.2.2.2.4. Support culture 

Here relationships play the most important role. Other factors that play a role are mutuality, service and 

integration. 

The strengths within these kinds of organisations are: 

effective internal integration and communication, 

high levels of commitment to decisions, 

people issues are managed effectively and process skills are good, 

effective group wok and co-operation, 

good at sensing the environment, 

rendering a caring and responsive service, 

high levels of trust between the employees and the organisation, 

a nurturing climate for employees, and 

a good balance for the achievement culture. 

The limitations are: 

not task-oriented. 

poor conflict-handling, 

slow decision-making. 

diffused and unfocused efforts, 

individual achievement is not promoted, and 

people's needs get more attention than organisation needs. 



5.2.2.3 Internal culture in target industry 

A climate study was conducted early in 2000 at the organisation that participated in this research study. 

The climate study was divided into two categories, namely that for higher category (H) and lower category 

(L) employees, as indicated below. This specific part of the organisation had a role-oriented culture. 

Obviously, some of the other items in the other types of organisational cultures were also present, but the 

focus was on roles. 

The focus is therefore on the particular part of the organisation that participated in the research study, 

unless otherwise specified. The percentages represented below reflect the number of positive or negative 

responses and the difference in most instances was made up by either the opposite of what was 

measured and/or the amount of UNCERTAIN or NO RESPONSE answers. In other words, the balance of 

responses in a given categorylquestion is not necessarily only positive or negative, but can also reflect 

uncertainty or no response at all. 

The following internal cultural-related issues were identified: 

5.2.2.3.1 Leadership 

Most employees (87%) feel that they know where this particular part of the organisation fits in with 

the rest of the organisation in terms of goals and objectives. 

83% say that they understand the goals and objectives of the bigger organisation. 

75% agree that they understand the goals and objectives of this specific part of the organisation. 

employees say that they clearly understand the goals and objectives as follows: 

their immediate department: 81% 

this part of the organisation: 77% 

the bigger organisation: 68% 

50% of employees feel that senior management state objectives clearly. 

36% of employees feel that senior and top management manage change adequately. 

34% of employees feel that leadership and communication down the line are adequate. 

47% of employees feel that senior management communicates effectively. 

71% of employees say that their immediate line managers communicate effectively. 

Twenty eight percent of employees feel that senior and top management motivate them 

adequately. 

67% of employees agree that employees respect management. 

52% of employees feel that senior management provides leadership. 

73% of employees say that their immediate line managers manage well. 

employees experience the leadership styles as follows: 

75 



0 67% say that it is bureaucratic (versus entrepreneurial), 

61% say it is people-oriented (versus task-oriented), 

0 53% believe it to be directive (versus participative), 

0 52% agree that it is rigid (versus flexible). 

0 45% feel that it is short-term oriented (versus strategically oriented), and 

0 38% believe that it is decisive (versus indecisive). 

5.2.2.3.2 Organisational culture and management style 

H : 64% of employees believe that this part of the organisation has adapted well to the changed 

political. economic, social and legislative environment in South Africa. 

H: 85% of employees are proud to be associated with the bigger organisation. 

L: 80% of employees say that they are proud to work for the bigger organisation and 77% would 

recommend this part of the organisation as a good place to work. 

H: 65% agree that senior employees are encouraged to be innovative. 

H: 62% of employees feel that it is a safe working environment. 

L: 87% of employees feel that it is a safe working environment. 

H: 57% agree that traditional ways of doing things can be challenged. 

L: 56% say that they are satisfied with the opportunity they get to input their ideas. 

L: 74% of employees say that their immediate line managers have confidence and trust in them. 

L: 53% say that they are treated with respect and fairness. 

L: 52% say that the morale in their department is generally high. 

L: 74% say that they like the work they do and 78% say that they are doing something worthwhile. 

61% of employees feel that their decision-making authority is clear. 

57% agree that their decision-making authority is in line with their level of 

responsibility. 

When it comes to decision-making, 43% of employees say that ideas and opinions of employees 

on their level are considered by senior management. 

63% of employees say that they are usually involved in decisions related to their jobs. 

36% of employees feel that control over other senior levels is too tight. 

33% agree that decision-making in this part of the organisation is balanced (and not too 
centralised or too decentralised). 

51% of employees feel that the decisions senior management make in this part of the organisation 

are usually fair. 

46% of employees feel that senior management makes decisions promptly. 



5.2.2.3.4 Management relations 

H: 38% of employees agree that they twst higher management levels. 

H: Only 34% of employees feel that the rationale for decisions on higher levels is adequately 

communicated to employees on their levels. 

H: 34% of employees feel free to disagree with senior management. 

L: 53% of employees say that it is safe to speak up most of the time. 

H: 32% of employees feel that top management adequately understands the problems within this 

specific part of the organisation. 

5.2.2.3.5 Performance and reward 

66% say that outstanding performance is recognised. 

85% say that they are certain about job security if they perform well. 

63% of employees say that they understand how their job performance is evaluated and 57% say 

that it is evaluated fairly. 

62% of employees say that they understand how their job performance is evaluated and 48% say 

that it is evaluated fairly. 

54% of employees say that their immediate line manager gives feedback regarding their strengths 

and weaknesses. 

55% believe that performance bonuses motivate outstanding team performance. 

49% of employees agree that the goals and objectives against which they are evaluated are 

clearly defined. 

47% agree that their goals and objectives are within their control and 41% believe these to be 

measurable. 

40% say that advancement opportunities are good. 

36% of employees believe that their promotion prospects are good. 

24% agree that enough is being done to identify and recognise people's true potential. 

Only 35% say that their remuneration is just as good as or better than the remuneration in other 

organisations. 

42% say that their remuneration is as good as or better than the remuneration in other 

organisations. 

45% say that they are remunerated fairly compared to their colleagues. 

Only 18% believe that this part of the organisation succeeds to match pay with performance. 



5.2.2.3.6 Development of employees 

90% of the employees believe that they have adequate training with regard to the technical 

aspects of their jobs and 61% believe that they have sufficient training with regard to the 

leadershiplmanagement aspects of their jobs. 

69% of employees say that there are enough opportunities to improve their skills in their current 

jobs. 

51 % of employees say that there are enough opportunities to receive training to increase their 

chances of getting a more responsible job. 

72% agree that their immediate supervisors are adequately skilled to evaluate the performance of 

subordinates and delegating authority. 

62% of employees agree that job rotation is provided as a good opportunity for development. 

44% of employees say that there are enough opportunities to receive cross training to learn other 

jobs. 

Only 18% say that this part of the organisation does a good job of management succession 

planning. 

Only 15% believe that sufficient feedback is provided about career opportunities for senior 

employees. 

62% of employees say that their immediate line managers develop people's abilities. 

employees rate their opportunity for personal development and growth as follows: 

their immediate department: 69% 

this part of the organisation: 66% 

5.2.2.3.7 Affirmative action 

81% of employees are satisfied with the relations between employees of different races or ethnic 

backgrounds in their departments. 

2% of employees say that relationships between employees of different races or ethnic 

backgrounds are usually good. 

77% of employees believe that the affirmative action policy has been communicated clearly and 

understand it. 

65% agree that this part of the organisation creates sound race relations. 

65% of employees say that senior management is committed to affirmative action. 

46% say that they agree with the policy. 

38% believe that the policy is being implemented effectively. 

hindrances with regard to advancement of Asians, Blacks and Coloureds in this part of the 

organisation: 

a lack of experience is some of a hindrance to 77% of employees, 

69% of employees feel that work standards will seriously be affected, 



values and organisational style seem to be some hindrance to 53% of employees, 

and 

the lack of programmes and policies to support advancement causes some 

hindrance to 48% of employees and no hindrance to 42%. 

As a result of the above-mentioned climate study, a number of interventions have been implemented and 

successfully completed in the meantime. Some definite positive changes have taken place with regard to 

the culture within this organisation. 

5.3 Chapter conclusion 

This chapter also indicated how important both internal and external cultures are with regard to each 

individual's frame of reference. It is important to allow for different interpretations of reality in order to try 

to understand and accommodate individual differences. 

The next chapter presents the narratives and the construction of reality of the respondents during the 

research process. 



CHAPTER 6 

CASE STUDIES AS DYNAMIC NARRATIVES 

6.1 Introduction 

The previous chapter reflected upon external and internal cultural contexts in general and ako specifically 

with reference to the target industry where the respondents, that took part in this research study, work. 

With this in mind the author decided to focus on the dynamic narratives of the respondents in order to 

enhance their unique stories in the process of coming to an understanding of their motivation, both from a 

culture of origin (external) and organisational culture (internal) point of view. 

With reference to the above, social constructivism (as discussed under 3.4) implies that our lives - or the 

world as we see it - are the result of constructs or perceptions we have developed through our own 

experiences. And, as Von Foerster (1984:288) justly says, observations made by the observer say 

something about the observer and reflect his construction of reality. 

By implication, this world or reality could be experienced and interpreted differently by different people. It 

all depends on how or from which angle one looks at it. One's cultural background. family, experience, 

language (or rather meaning) and ultimately one's interpretation thereof would determine one's 

perception with regard to what one regards as one's reality. This will affect one's life in the sense of how 

one understands, experiences and lives it. 

This chapter reflects the construed realities of the individual members of the respondent group with 

regard to motivation and success in the workplace. Please note that the respondents refer to the target 

industry and the bigger company, of which it forms part, as 'the company". 

6.2 Unique possibilities 

The discussions explored various aspects imbedded in both cultural background and organisational 

culture. It also intended to explore the impact or role of the individual himself, other people, physical 

objects, the internal (organisational culture) and external (culture of origin) environment and any other 

issues that could affect motivation and success in the workplace. Conversations were conducted to 

facilitate the process without forcing individuals in a certain direction. It was also made very clear at the 

beginning of each interview that the focus would be on the respondent's construction of perceived reality 

in the above-mentioned contexts. No definitions were provided to the respondents at any stage during the 

narrative discussions. According to social constructivism, definitions would at best be the interpretation or 

perception of certain individuals from their own point of view and would not be applicable to everyone at 



any given point in time. 

With the notion of construction of reality in mind, the author conducted the discussions in a relaxed and 

creative environment in order to enhance the individual creativity of the individuals in question. As a result 

of this creative environment, unique stories have emerged and will be reflected in the following case 

studies. 

6.3 Case studies 

The author activated the interactions with narrative questioning that explored story, knowledge and power 

(see 3.6.1) in the perceived realities of the individuals imbedded in the context of both culture of origin 

and organisational culture5. 

6.3.1 CASE STUDY 1 

Date: October 2000 

Question 1: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your extemal culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

Others (external culture) influence me in a positive way. For example, they would make suggestions 

regarding motivation and success, so that next time I would be able to do or handle things better. 

Support of others helps. There are certain Bible verses that definitely motivate me. My fianc6, too. I do 

everything fully and to the best of my abilities. 

Please note that the case studies (narrative discussions) in this chapter are reflected in the present 

tense, whereas some of the results of the climate study (discussed in this chapter) are referred to in the 

oast tense. 



Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

Success for me is to reach milestones or to be en route to milestones. 

I like work. Work satisfaction is very important to me and it has an influence on the rest of my life. It is 

like a type of incentive to me. 

Day-to-day planning is very important. I make use of my "feeling" and planning as measurements for my 

progress. Any new project is a challenge for me. I would do and try everything and if I do not achieve my 

goals. some might say it's OK. Others talk in circles and are not straightforward enough. This creates 

uncertainty in me. Then things don't get to a point and that demotivates me. 

Acknowledgement is very important to me. It demotivates me if others are acknowledged for the work I 

do. Unjustified criticism also demotivates me. 

'If you don't do your work, you won't get anywhere". This conflicts with my company's culture, which 

asserts 'paperwork is important". This is a frustration and it demotivates me. Some people look down on 

me. Some people don't believe or trust me. This means that I sometimes have to over-perform to prove 

myself. That is demotivating. Furthermore, my computer is not connected to the network. Production of 

some equipment has ceased. Sometimes there isn't enough money. Senior people get their way much 

more easily. (And then they say we should be world class?) These things also demotivate me. 

Nonetheless, I remain positive and successful 'like a horse with blinkers". I don't pay attention to criticism 

and equipment. I turn the negative into positive and try to remain positive. "I make my own decisions". 

6.3.1.1 Construction of reality and the impact on motivation in the industry 

6.3.1.1.1 Culture of origin 

Regarding the above case study, it is evident that the respondent's motivation is clearly imbedded in two 

dynamic processes. Firstly, the individual is motivated by external cultural components (culture of origin) 

in the sense that significant others play a vital role in the understanding of himself and his motives. Other 

people directly influence the reality he constructs about himself and his level of motivation. He also allows 

others to determine his perception of what motivation and success are and he says that he uses their 



suggestions as indications of what he should improve upon. Social constructivism is relevant specifically 

where Gergen (1991:170) says that we "appear to stand alone, but we are manifestations of relatedness". 

The respondent is very aware of his potential and says that he does things to the best of his ability. The 

support of others is also very important to this individual. This can also be interpreted as a need to 

develop his potential and to grow, as mentioned in Alderfers ERG Motivation Theory under 4.3.1.2. The 

first impression one gathers of this respondent seems to be that he has an external locus of control (see 

4.6.2) if the external factors that impact on his motivation are considered, for example other people, 

verses from the Scriptures and his fianc6e. It is important, however. to realise that internal factors can 

drive the need to focus on the external factors, for example an internal need to develop his potential 

drives or motivates him to focus on others for their input and support in developing his potential. 

He says that success to him means to reach objectives or even to be in the process of meeting 

objectives.The importance of language and specifically meaning (discussed under 3.5) and the manner in 

which success is perceived and described by this respondent suggest that he has a need for 

achievement. according to theories such as McLelland's Need for Achievement Theory (see 4.3.1.3) and 

the Social Learning Theory (see 4.3.3.4). Once again, these theories focus on both internal and external 

factors that can motivate an individual. He constructs his unique reality about what success is to him 

through language and meaning that are socially constructed and, according to Foucault (1985), construct 

(and do not reflect) reality. 

This respondent's spirituality also motivates him to take note of verses in the Scriptures in order to 

become a positive and well-motivated individual in society. 

6.3.1.1.2 Organisational culture 

Secondly, the individual is further motivated by internal cultural components (organisational culture) in the 

sense that he enjoys challenges. New projects trigger creative challenges for this individual. Such 

projects initiate energy to achieve set goals in the work environment and the individual strives to meet 

such challenges. Various learning theories of motivation, for example McClelland's Need for Achievement 

Theory (see 4.3.1.3), the Social Learning Theory (see 4.3.3.4) and the Goal Setting Theory (see 4.3.4) 

confirm that a need for challenging, but attainable, goals motivates some people. This respondent sees 

himself as successful in both the attempt and the actual achievement of his goals. He says that he will do 

anything in his power to reach his goals and to ensure clarity on the process to do this. Uncertainty 

demotivates him. The organisational culture with reference to the clarity of goals and objectives (see 

5.2.2.3.1) is conducive to keep this respondent motivated. 

This respondent regards work satisfaction as an incentive to perform. In other words, it is his reward for 

achieving his goals and impacts on the rest of his life too. Acknowledgement of a job well done also 

motivates him and contributes to job satisfaction. He says that it demotivates him if others receive 

acknowledgement for the work he has done or if he is criticised unfairly. This is in line with what Adams's 



Equity Theory (see 4.3.5) says about unfairness. 

Planning plays a significant role in his day-to-day work-related activities. He uses it as a measure to 

determine his progress. His reality about his attempt to be successful is influenced by his approach to 

planning his activities. 

With reference to internal cultural components, the individual develops a positive and successful focus 

because he empowers himself to make his own decisions and to rise above negative influences and lack 

of money and equipment. This empowerment could be a result of the involvement and experience of the 

individual with regard to successful processes in the organisation (external factors) andlor an internal 

locus of control (see 4.6.1). 

Despite of the motivation of the individual, certain aspects of the organisational culture (see 5.2.2.3) and 

lack of respect and mistrust amongst colleagues demotivate him from time to time. 

This individual's own unique reality or experience of motivation and success in the workplace is reflected 

in what he shares in the discussion. His interpretation reflects both internal and external factors that 

impact on his motivation in the workplace. The two factors complement one another and his internal locus 

of control (see 4.6.1) enables him to turn the negative issues into positive ones. His own unique story 

regarding performance and work satisfaction is the only knowledgelpower that exists to him (and all he 

needs) and this drives him towards his goals. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F. 

page F-7) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.2 CASE STUDY 2 

Date: October 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

Motivation equals success, equals happiness, equals merit. It is about give and take. Work and earn. 

Life ... everyone is searching for happiness. Respect and luxury are important to me. Luxury is space 



and also things that money can buy. Economy with regard to time and energy is also important. There 

are ways of finding money in time. 

Earlier I referred to luxury. Noise is a disturbance for me. I wear earplugs at work. Too much 'dirty work" 

is not good either. I hate a disorganised place. I want enough space to organise. 

One's domestic circumstances result in one being a particular type of worker. For example, I am thrifty 

with regard to the use of my home telephone. I was raised with the idea that it should only be used for 

business calls and also use the telephone at work in this way. I was also taught that one should spend a 

number of hours at work every day and I adhere to this. One needs routine, discipline and particular 

habitshays of doing. 

Faith is central. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

I expect to earn that which I work for. Work is a means to buy time. Enough work equals enough time to 

do what you enjoy. I am not a workaholic. I work for myself. If I have completed a job successfully, it 

motivates me. Comfort concerning work is also important. Things must work effectively, and this also 

goes for the technical support pertaining to work. 

It is a process of planning and reaching goals. To work in a broad directionlfield if you are not sure, and 

then to focus. At school I elected by subjects in a broad manner in standard 8, something that did not 

limit me. By that time I did not yet know what direction I would pursue. Sometimes people first set 

smaller goals. Planning and pre-planning ahead of time are very important. 

When colleagues waste time, it demotivates me. Positive colleagues motivate me. Colleagues who open 

doors to me when my hands are full motivate me. It is remarkable how helpful my colleagues are. 

Teamwork is good. 

My level, position and years of service allow me to feel comfortable and to say what I feel these days. If 

they don't react if I say something to them, it's in their hands. Sometimes it's difficult to convince a 

grouplManagement. I would have my say and sometimes I would find support in my colleagues, too. 



Others don't influence me too much. My own opinion is worth a great deal. 

6.3.2.1 Construction of reality and the impact on motivation in the industry 

6.3.2.1.1 Culture of origin 

This respondent views certain things as means to specific ends by putting them in direct comparison with 

one another. He says that motivation is success, is happiness, is earnings. In other words, all these 

issues are important to him and motivate him. 

His reality suggests that his earnings can buy him certain luxuries, time, space and ultimately happiness. 

This means that one of the existence needs as mentioned in Alderfers ERG Theory (see 4.3.1.2), namely 

a good salary, determines his motivation. Luxury is very important to him and he is prepared to save 

(which is contradictory to a certain extent) to achieve this objective. Factors that impact negatively on his 

need for luxury are noise, dirt, lack of space and disorganised space and these things demotivate him. 

This is in line with the hygiene factor of Henberg's Two Factor Theory (see 4.3.1.4). 

Time seems to be very important to this individual. With reference to his culture of origin, he has learnt 

that one has to invest a certain amount of time at work and he abides by this. He constructs his reality to 

confirm that work is a means to buy time, to be able to do the things that one likes to do, and lives his life 

accordingly. 

Order is also very important to this respondent. He says that he believes in routine, discipline and specific 

ways of doing things. This belief has a certain power over him and produces his reality. 

6.3.2.1.2 Organisational culture 

From what the respondent shares about himself in the above discussion it is clearly very important to him 

to be rewarded for his work-related efforts and this keeps him motivated. It also motivates him if he is 

successful and he says that he "works for himself". This suggests an internal locus of control (see 4.6.1). 

He needs to satisfy certain internal needs that contribute to his state of motivation. One factor that may 

impact on this respondent's need to be rewarded for his inputs is the fact that the climate study indicates 

that only 35% of employees feel that their remuneration is just as good or better than that in other 

organisations, and 18% feel that this part of the organisation matches pay to performance. If this 

respondent feels that he is not earning what he deserves, it may demotivate him. 

One of the existence needs of Alderfer's ERG Theory (see 4.3.1.2) is good working conditions and an 

organised environment with enough space and without noise and dirt - issues that seem to be very 

important to this respondent. This individual also has need for a comfortable and efficient work 

environment with effective technical support. 



As mentioned earlier, he prefers a routined and disciplined environment, specific ways of doing things 

and clear guidelines; and the role-orientated culture (see 5.2.2.2.2) of this organisation should meet this 

particular motivational need. Another organisational culture issue, as measured in the climate study, and 

which may possibly impact positively on this individual's motivation, is the clarity of goals and objectives. 

This will allow him to do detailed planning as it is extremely important to him in his drive to meet his 

objectives. 

An organisational climate factor that might demotivate this respondent is the fact that 43% of employees 

feel that senior management considers their ideas and opinions and only 34% feel free to disagree with 

senior management. He does say, however, that if they disagree with him it is in their hands and he is not 

affected too much, as his own opinion is very important to him. This reconfirms that he has an internal 

locus of control (see 4.6.1) and he determines how he interprets it if others disagree with him. 

He values positive and supportive colleagues and team effort. As mentioned earlier, time is of extreme 

importance to this individual and he is demotivated if colleagues waste time. 

Overall this seems to be a highly motivated respondent with an internal locus of control (see 4.6.1). 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F. 

page F-14) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.3 CASE STUDY 3 

Date: November 2000 

Question 1 : 

In your own, words explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

You have a very significant impact on your own motivation. How you feel and how you experience your 

circumstances. Nothing demotivates me outside of the office. I like gardening. I like to go home to a 

pretty garden. It also influences my mood. It has a bearing on my mood at work. Gardening is quite an 

expense. 

My religious conviction determines my success. I would like to be able to take care of my family - 



spiritually, physically and materially. Faith is my greatest motivation. If people are dissatisfied with my 

service, it can put my faith in a bad light. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

I must do the job. The service one renders must surpass the client's expectations. If one is not 

acknowledged for one's achievementlservice. it is demotivating. Someone should just thank one for a 

'good job" 

Success is if one can maintain standards while staying within one's budget and schedule. The client 

must be satisfied with the service. Sometimes I am project leader and I have my own responsibilities. I 

prefer direct feedback and I accept responsibility for my work. Management and clients must have faith in 

my ability. In my ability and the work I do. I only want to render a good service and get good merits, and 

be promoted. I like to set goals. and try to achieve them. Good merits will bring good money. 

Acknowledgement and faith in my ability are important. My manager and I have a good working 

relationship. I get good exposure to projects because of my abilities and the faith people have in me. 

This leads to the best possible experience. I feel empowered. Management leaves jobs in one's own 

hands. That also motivates me. It comes back to trust. "Difficult clients" demotivate me. Unjustified 

remarks about things out of my control, too. 

I don't necessarily want to move up quickly in the ranks of the organisation. I want a steady position. I 

will render the type of service that will prevent me from losing my job. 

External factors also have an effect. Acknowledgement plays a role. It motivates you to go on. 

Unjustified remarks have an impact on my line manager's perception of me. Also of colleagues. 

I have everything I need to do the job. We sit in cubicles and people often come in and break your 

concentration. Still, you can quickly and easily talk to people if it is necessary. 



6.3.3.1 Construction of reality and the impact on motivation in the industry 

6.3.3.1.1 Culture of origin 

This respondent feels that he has control over his own motivation. The Control Theory (see 4.5.2) is 

based on an individual's perception about the amount of control he has over his life. This individual's 

approach with regard to his state of motivation indicates an internallocus of control (see 4.6.1). His reality 

seems to be constructed around internal emotions with reference to how he experiences his personal and 

work-related circumstances if words like "feel", 'experience", 'influence", 'mood" and 'affecY" are taken 

into consideration. There is a contradiction in that one does not always have control over one's emotions. 

Latti (1987:27) confirms that feelings, emotions and will-power may also impact on motivation. 

This respondent puts a high premium on taking care of his family with regard to all their possible needs. 

Both Maslow and McClelland's motivation theories (see 4.3.1.1 and 4.3.1.3) and the relatedness factor of 

Alderfer's ERG Theory (see 4.3.1.2) refer to a need for affiliation. These theories are also called Content 

Theories (see 4.3.1) and focus on internal factors that motivate people, but do not propose specific 

actions that can be taken to motivate individuals. 

A furher internal factor of importance is this respondent's religious conviction. He feels that it determines 

his success and motivation and, according to him, it will reflect badly on his religion if his performance at 

work is below standard. It is also of the utmost importance to him to provide in his family's spiritual needs. 

It seems that this individual is mainly motivated by internal factors that stem from his culture of origin. In 

other words, his ideas about religion and how to care for his family were socially constructed (see 3.4). 

His sense of responsibility for both his family and his religion stems from his internal locus of control (see 

4.6.1); because we take responsibility for our own actions, we decide what we do, according to Von 

Foerster (1984306-306). 

6.3.3.1.2 Organisational culture 

Acknowledgement for a job well done is part of this respondent's reality. He is prepared to work hard and 

render an excellent service if he receives positive feedback, earns the money he deserves or is promoted 

in the process. The Expectancy Theory (see 4.3.7) refers to instrumentality where the belief that success 

will lead to reward is said to motivate an employee. One of the factors of Herzbetg's Two Factor Theory 

(see 4.3.1.4) that determines motivation refers to work performance, acknowledgement and responsibility. 

Work performance for this individual is similar to rendering a service and this is very important to him. 

Furthermore, he feels empowered and motivated by the fact that management leaves the responsibility 

for certain projects in his hands. 

If this respondent does not receive the recognition he thinks he deserves, he will definitely be 

demotivated. He prefers some kind of feedback regarding his performance and specifically with regard to 

the service he renders. Unfair remarks and criticism upset this individual. This can be the case because it 



is so important to him to perform well and it demotivates him if someone does not take his efforts 

seriously just for the sake of being difficult, for example. He is also worried about how these remarks will 

influence his line manager and colleagues' perception of him. This may be an indication of an external 

locus of control (see 4.6.2) if this respondent is motivated (or demotivated) by other's opinions about him. 

His opinion about his performance or the quality of his service is mainly determined by feedback and 

acknowledgement from others. 

This is in agreement with what is said in the Learning Theories (see 4.3.3). According to operant 

conditioning (see 4.3.3.2), the needs for attention, recognition, praise and affection are natural reinforcers 

and would drive people to demonstrate certain behaviours. The Reinforcement Theory (see 4.3.3.3) 

focuses on positive reinforcement amongst other issues, and suggests that acknowledgement is one 

stimulus that reinforces a response to ensure that it is repeated. Another issue mentioned in this theory is 

termination and it implies the exact opposite. This means that if positive reinforcement for a specific 

response is withheld for a while, behaviour will decrease. In other words. if this respondent does not 

receive the acknowledgement he thinks he deserves, he will be demotivated. 

Trust is also a very important factor for this respondent and specifically trust in his ability to do the work or 

to perform. Good merit appraisals are also important to him because it is an acknowledgement of his 

good performance. On the one hand, he says that he wants to render a good service in order to get good 

merit appraisals and to be promoted. On the other hand, in contradiction to this, he says that he does not 

necessarily want to move up in the company quickly. This may be a reflection of the conflict within this 

individual about what he wants and what he gets in practice. 

The climate study indicated that 74% of employees felt that their immediate line manager had confidence 

and trust in them and as this is an inherent need of this respondent he will be motivated with regard to 

this specific factor. He also mentioned that he has a good working relationship with his line manager. The 

Human Relations Theory (see 4.3) suggests that good relationships between supervisors and 

subordinates are important motivators. Job security is also important to this respondent and a motivating 

factor is that the climate study also confirmed that 85% of employees said that they were certain about 

job security if they performed well. This respondent is prepared to work hard and perform well. 

This individual's reality seems to be socially const~cted and, as Gergen (1991:170) contends, we 

'appear to stand alone, but are manifestations of relatedness". His perception of his own success is 

~0nstNcted through the opinion of other people (externally) and that ultimately affects his motivation. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-21) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 



6.3.4 CASE STUDY 4 

Date: November 2000 

Question 1: 

In your own, words explore motivation and succass in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

Money isn't the most important thing. I work so that I am able to help to sustain my family. Motivation is 

an attitude to life. That is one viewpoint. One must motivate oneself. Positively, not negatively. You 

must have an ultimate goal. 

Wealth and one's 'position" in society are not important to me. Bringing up one's children is. The Ten 

Commandments of the Bible are fair and just in my mind. My faith has an absolute bearing on my 

worldview and attitude. Health also influences motivation (demotivation). I do not expect terrible things 

from life. My children and family are important to me. I simply want to be happy, each day. I want to 

finish whatever I start. I get nervous if I do not complete tasks. My father said I shouldn't do things in half 

measures. It feels as if this is inborn. I tell my children the same things. 

My garden at home has a positive influence on my mood at work. I would be irritated at work if things at 

home aren't right. For example, if my child is sick in hospital. 

Question 2: 

In your own words, explore motiiation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

I would not want to work if I had a choice. I feel that I should do the work that I do properly. This is my 

own decision. Ninety per cent comes out of yourself. If you are not happy, you should find something 

where you can be happy. 

The company would not set up contradictory regulations. It has felt like that at times. Something suffers 

because of this. I have seen and experienced this before. I have worked overtime, talked to people and 



finally I resigned. This is probably a survival technique. I do not begin something without finishing it. You 

get yourself into situations. Before, other people would influence me much more. I was over-sensitive. It 

has to do with one's self-esteem. Now they have much less of an influence on me. I can make changes 

myself. Others don't have such an impact on me anymore. 

6.3.4.1 Construction of reality and the impact on motivation in the industry 

6.3.4.1.1 Culture of origin 

This respondent is motivated by the intent to meet her personal goals. She is ultimately motivated by her 

own happiness which includes the happiness of her family. She says that she works to be able to provide 

in the needs of her family and the education of her children. She is motivated by taking responsibility for 

maintaining the happiness and health of both herself and her family. Her unique reality as also co- 

constructed by inputs from her father that dictate that nothing must be done in half measures but driven 

through to completion. She even feels nervous if she cannot finish what she has started. She also makes 

an inscription regarding this approach into the life-stories of her children. 

She holds that she does not expect or demand much from life and that she ultimately wants to be happy. 

This may be a simple request, but it is not that easy to find happiness. She feels that she is in control of 

her lie. which indicates an internal locus of control (see 4.6.1) and this may enable her to take 

responsibility to find the happiness she needs to be a motivated individual. 

A religious awareness plays an important role in this individual's reality. She says that she accepts the 

Ten Commandments of the Bible and that her religious conviction impacts one hundred percent on her 

perspective of life. This means that her reality with reference to religion brings a certain knowledge and 

power that determine how she and her family live their lives. 

6.3.4.1.2 Organisational culture 

It is important to take note of the reasons why this respondent works, as these may give an indication as 

to what motivates her. She is honest and says that she would not work if she had a choice. She also says 

that, because it is her own decision to work, she has to do a decent job and finish what she has started. 

This approach is part of her unique reality and she even refers to it as a survival technique that works for 

her. 

She says that she feels that she is responsible for her own life, decisions and happiness. This suggests 

an internal locus of control (see 4.6.1). According to her, one needs to take responsibility for what 

happens to one in the workplace and decide whether one accepts these things. This respondent seems 

to be quite in control of how she sees her life and perceives her circumstances. She used to be more 

sensitive previously and other's opinions about her influenced her more at the time than currently. Her 



self-image improved and she feels that she is in control of her current reality. 

The relatedness factor of Alderfer's ERG Theory (see 4.3.1.2) refers to a motivational need for 

interpersonal relationships with one's family, amongst others. This seems to be a significant drive that 

impacts on this respondent's motivation to work. Steers and Porter (1991:6-20) mention that there are 

three variables that impact on motivation of which one is individual characteristics, for example interests 

and attitude regarding individual characteristics. This explains why the positive self-image and internal 

locus of control (see 4.6.1) of this respondent keeps her motivated. Antonovsky's Sense of Coherence 

Theory (see 4.7.2) confirms that a positive attitude, approach and orientation create a positive 

expectation about the positive outcome of certain events. 

The organisational culture should thus not have a significant impact on this individual's motivation as she 

is working for personal reasons. She will be happy and motivated as long as she remains positive, can 

help to support her family, be happy, finishes what she has started and feels that she is in control of the 

situation and her life. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-28) for quantitatively measured motivational factors that support the reality this respondent has 

~ 0 n S t ~ c t e d  with reference to motivation in the workplace. 

6.3.5 CASE STUDY 5 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

My perspective on life and work is competitive and challenging. Things are not straightforward. I look to 

myself the whole time. To no one else. You determine things yourself. I set goals for myself in the sense 

that I have to be at a certain place at a certain time. I give myself time. It doesn't always work out, but I 

try my best. If it doesn't work out ... if it's beyond my control. I try to reach it. If it's my fault, it's a 

disappointment, but still I want to get there. Even if it takes longer. 

My parents did not receive an education and could not guide me in what to do. The same for studies. It 

is important that my physical person, home and garden are neat. This has an effect on my work. One has 



to be proud. 

Politics sometimes makes me uncertain. It concerns the future of my children. Sometimes this is positive 

and sometimes negative. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

Only during my working life I began to realise what success and motivation are. I look at the person 

above me in terms of his qualifications and work. And so one tries to move ahead. There are many able 

people here that one can learn from. You can measure yourself and see how they do things, and what 

they do. If I must do something that is complicated, it motivates me. I want to make a success of it, 

especially if someone else found it difficult. New things are a challenge to me. Success is if things turn 

out the way I expected them to. What I wanted. 

If others see that I make a difference, it also motivates me. I do not have control over money. I want to 

contribute in a constructive way. There must be a gap if I leave the system. 

Within the division there is a culture that confirms that I have a responsibility, but I don't feel that I am 

trusted completely. What you say is not accepted. Someone above me always has a say. I have made 

peace with that. What I say does not have value. Unless something drastic is done, I will take it up with 

my line manager. 

In my group there are new people. They ask me questions and we share knowledge. They respect what 

I do and that motivates me. If someone within and outside of the company handles me similarly, I would 

make a greater effort for that person. Otherwise I don't know of the person is dishonest or whether he is 

trying to prove something. 

6.3.5.1 Construction of reality and the impact on motivation in the industry 

6.3.5.1.1 Culture of origin 

This individual's external culture determines his perspective on both his life and his work. His reality about 

life and work is that they are competitive and challenging. The language and ultimately the meaning he 

ascribes to this reality is that nothing is 'straight-forward". The power that this knowledge would have over 



him is that he will remain motivated even if things are tough and competitive. Challenges like these will 

keep him motivated. He also believes that the onus is on himself (internal locus of control - see 4.6.1) to 

determine his destiny and to deal with things. He had to decide for himself about his studies and his 

career options. for example, as he did not receive any guidance from his parents. 

Furthermore. he also accepts responsibility to set his own objectives and allows himself time to meet 

them. This respondent will still try to meet his objectives even if things happen that are beyond his control 

or if it takes longer. He is driven and internally focussed and demonstrates a need for achievement as 

mentioned in McClelland's Need for Achievement Theory (see 4.3.1.3). 

He is also a proud person and it is important to him that he himself, his home and his garden are neat and 

cared for. His children's future is also important to him and he feels uncertain about it. His solution for 

things that are beyond his control is to still try to meet his objectives. This may mean that he will 

somehow take responsibility for his children's future (in contrast to his own parents) and try to deal with 

the competition and challenges that may lie ahead for them. 

6.3.5.1.2 Organisational culture 

External cultural factors impact on this respondent's reality about what success and motivation are. He 

looks to his line managers and colleagues to see what they do in the workplace and uses them as 

benchmarks for himself. He uses this input to determine what he wants, expects and where he wants to 

go. He is also prepared to learn from others who know more than he does in order to grow. This is 

supported by the need for self-actualisation (4.3.1.1 - Maslow's Theory of Needs) and the need for growth 

(4.3.1.2 - Alderfer's ERG Theory). 

The construction he made regarding new and challenging things. discussed earlier, is his reality's frame 

of reference when it comes to motivation and success in the workplace. He particularly enjoys resolving 

issues that others find very difficult to do. This can be an indication of an internal drive to grow with an 

external focus on being better than others. He wants others to see that he can make a difference. The 

Job Characteristics Model of Hackman and Oldham (see 4.3.2.1) focuses on the need for growth, which 

emphasises individual differences with reference to development and growth. This model suggests that 

employees with a higher need for growth will be more easily motivated by challenges. 

This respondent's perception of the organisational culture is that he has responsibilities but that he is not 

trusted completely. This is typical of a role-orientated culture (see 5.2.2.2.2). He also feels that his input is 

not accepted and he experiences the authority his supervisor has over his opinion negatively. The climate 

study confirmed that this is true for most employees in this category as 57% of these employees agreed 

that senior management did not consider their ideas and opinions. Furthermore, he says that he has 

accepted this, but it is evident that he experiences this negatively and that he is trying to convince himself 

that he has accepted it. This issue has a certain power (see 3.6.1) over him. His 'lived experience", as 

White and Epston (19909-10) refer to it, results in the knowledge he has about the worth of his inputs. 



This issue demotivates him indirectly and he even says that he will have to speak to his line manager 

about it if it continues. This particular issue is also supported partially by the climate study where only 

28% of these employees feel that senior and top management motivates them adequately. 

Respect is very important to this individual and he wants to be acknowledged for who he is. Maslow's 

Theory of Needs (see 4.3.1.1) refers to esteem, which includes respect and recognition, as ultimate 

human needs. Sharing his knowledge with new employees and earning their respect motivates him. They 

accept him for who he is and respect him for what they can learn from him. His worth and esteem are 

acknowledged in this manner. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-35) for quantitatively measured motivational factors that support the reality this respondent has 

WnSt~Cted with reference to motivation in the workplace. 

6.3.6 CASE STUDY 6 

Date: November 2000 

Question 1: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

In a way I lead my own life. I got the opportunity to work, which no one else has. I want to get things 

completed and going. I have a chance to work and live. Not all have it. 

Life is good. You must count your blessings. Concentrate on what you have. Problems will pass and you 

will go on. Do not dwell on stuff. 

I look at the positive side of life. We experienced some diicult times when I was a child. My mother 

scolded me if I wore old things. She would tell me to iron the skirt and make it look new. This impedes 

development and you push harder. "Be thankful for what you have and count your graces." Look at the 

positive side, despite how you might feel. Sometimes you feel negative. My sdf-drive keeps me going. I 

have jobs to do and I have to do it well. 

Some of my friends are positive. Others are negative and that is frustrating. It is not nice to look and listen 

to them. I concentrate on positive things and will not be influenced by them. The flat where I stay affects 



me. I am tired of fighting for everything I want. I can get a better place for the same money. I always have 

to sort out other's problems with their flats as well. People come to me all the time. 

Question 2: 

In your own, words explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct questlon to 

explore story, knowledge and power in the Internal culture.) 

Respondent: 

Research is not always positive. It is about getting to the bottom of it and getting a report out. Literature 

speculations. It is frustrating if experiments do not work out. Closing it down and finishing it off is 

important. You have to finish what you started. Complete your work. 

I always set goals. It does not always turn out as planned. If it does not. then I compensate. I want to do 

many different things. I am busy with selfdiscovery. It mostly goes as planned. Plan and plan again if 

necessary. 

It is not always money that motivates me. Acknowledgement is important, within the group or gifts from 

the promotion shop. A comfortable life and higher standard of living are important. Also small things like 

"thank you". A small token of appreciation. 

Empowerment and opportunities with responsibilities put pressure on you. Top management talking to 

people on the ground is positive. I would like to see that anyone's ideas are taken seriously. If ideas do 

not work it should be filed according to initiators. People should not be judged. People should be 'called" 

according to what they do and not their qualifications. Too much emphasis is put on qualifications. If it is 

changed and the output is judged it will be positive. Too much is expected of M.Sc.'slPh.D.'s in the 

beginning. 

My colleagues 'constantly hammer down to make a point". I push my way out of it. It is not always easy. 

From my side I am trying too hard to fit in. I am smiling too much. Others take advantage. A smile makes 

me (and others) feel better. They do not take me seriously. I am not going to change. I will concentrate 

my energies somewhere else. 

It is demotivating if the equipment is old, especially if you are fresh from school. Some of my colleagues 

feel it does not need replacement and then you also have to consider the budget. I do not do stuff 

sometimes because of old technologies. I ask others to do it. I still get the job done, though. Some people 

know what to do to get equipment to work, for example if you know that in the past you had to "hit the 



phone to make it work" you would know what to do when it did not work. 

The strong smell in the lab gives me a headache. I have complained about it. People do not take me 

seriously. Sometimes I want to say I will take my bag and leave (something drastic) ... and come back 

when the smell is gone. The new building should solve the problem. The artificial rain from the cooling 

towe rs.... I do not like it. I have a skin problem and it affects it. Other than that I am not going to fight to fit 

in. I will just focus on my job. That will make me happy. I am OK now. I need some change now. I do not 

want to be in the same place for a long time. ~ o t a t i o n ~  is an option. 

I get frustrated if things are scattered all around. If I am happy. however. I will also be happy with a mess. 

If I am down and things are a mess. it will affect me a little bit. I have a positive outlook on life. Like other 

people I also get frustrated. I do not really know what motivates me. Too much red tape in the workplace 

at the moment demotivates me. I feel content. however. 

The culture is tolerant. We are all stuck here together and there is nothing we can do. Management is not 

doing much at the moment to change the culture. They should promote fun days more. People should 

interact more. We do not know what is happening within the rest of the division with regard to equipment, 

etcetera. Teamwork should be improved. More time should be spent on social events. This will improve 

communication. It should come from the top. 

6.3.6.1 Construction of reality and the impact on motivation in the industry 

6.3.6.1.1 Culture of origin 

This individual was taught to be very positive and to always be grateful and "count her blessings". Her 

reality was socially constructed (see 3.4) by input from significant others fmm a young age. She was 

taught to realise that she has more than others and to appreciate that. Her mother was the co-writer of 

her narrative about a positive attitude. This positive attitude in itself serves to expect positive outcomes, 

according to the Sense of Coherence Theory (see 4.7.2) and by implication this will serve as a motivating 

fador. 

Her unique reality includes the role and responsibilities she has with regard to her own life. Her 

perception is that she has control over her life and that she needs to 'push harder" to make things happen 

and that she will succeed because of her selfdrive. The Control Theory (see 4.5.2) supports the fact that 

this perception she has will motivate her. It is also an indication of an htemallocus of control (see 4.6.1). 

' This particular part of the industry supports job rotation and employees temporarily (approximately 6 

months) do a different kind of work for training and development purposes. 



This positive individual is sometimes demotivated if she experiences negative feelings. This is mainly due 

to the fact that other's negative feelings impact on and even frustrate her. This may be the result of the 

fact that, in her reality, one is responsible for one's own life and one has to sort out one's own problems. 

She assumes responsibility for sorting out other's problems sometimes and then it indirectly becomes her 

responsibility. Her responsibilities seem to catch up with her sometimes and she says that she is 'tired of 

fighting" for everything she wants. which includes sorting out others' problems. 

6.3.6.1.2 Organisational culture 

There is a contradiction in this positive respondent's approach when we consider the organisational 

climate. As mentioned earlier, her reality was constructed to reflect that one should be positive and 

grateful for what one has. Somehow, the work environment brings out a less positive side of this 

individual. She uses many negative words and phrases that describe frustration and cause demotivation. 

One word that may be of key importance is 'selfdiscovery". It is possible that she is coming to a new 

knowledge about herself due to exposure to others in the workplace. An important motivator that she 

refers to after the 'selfdiscovery" concept is acknowledgement. This may also be an indication of her 

need to be acknowledged for who she really is. Henberg's Two Factor Theory (see 4.3.1.4) also 

suggests that acknowledgement is a motivational factor and a stimulus that reinforces a response to 

ensure that the response is repeated. 

She wants to be positive because that is what her extemal culture and the template of her life-story 

dictate. The external cultural environment she is exposed to forces her to discover what her true feelings 

and needs are and to admit them to herself. Kreitner and Kinicki (1995:144) state that needs. amongst 

other factors, form the basis of several motivation theories and suggest that people are motivated by 

unsatisfied needs. This respondent becomes frustrated in the workplace and things do not always go as 

planned. According to her, people take advantage of her, judge her and do not take her seriously. The 

manner in which she tried to deal with all this negativity up to now was to smile, to try to fit in and to try to 

be (or at least appear to be) positive. If one considers that she says others do not take her seriously, one 

could deduct that they might think that she is fine because she smiles. Her smiles are her own way of 

dealing with this incongmence in her life-story and give others a misperception about her true feelings 

and needs. 

These issues are affecting her now as she experiences pressure and says that she is not going to try to fit 

in anymore. Her confusion is also demonstrated by her acknowledgement that she does not really know 

what motivates her. This individual started out by trying to finish what she had started. In other words, to 

be positive and to always smile, but it seems to be catching up on her and she will probably have to set 

new goals and rewrite this part of her life-story if she wants to survive and become positive again. 

The organisational culture is tolerant, according to her. She feels that there is too much red tape. 

however, and furthermore she feels that the employees are 'stuck here together". This may be an 

expression of her own position between what her culture of origin dictates on the one hand, and her own 



needs on the other. She puts the blame on management for not doing anything to change the culture by 

promoting fun days and facilitating interaction between people. A suggestion is also made that teamwork 

and communication should be improved. The latter was also identified in the climate study where 53% of 

the employees in this category felt that senior management did not communicate effectively. Once again, 

she accepts responsibility for her own problems and responsibilities in that she does not only complain 

but also suggests possible solutions. 

It is evident from the above information that the Attribution Theory (see 4.3.6) may provide some 

explanations for this respondent's state of demotivation. Weiner (1972:430) identifies four attributions with 

reference to this theory that determine success or failure regarding work performance. Two of these, 

namely effort and happiness, are demonstrated by this respondent. She puts in a tremendous effort to 

smile - no matter what the circumstances are - and to try to be happy because a 'smile makes me (and 

others) feel better". It seems to be effective if it is considered that she was identified as one of the 

respondents who participated in this research study based on outstanding work performance. The author 

wants to advise this respondent, however, to be careful not to keep on pretending and suppress her true 

feelings and needs as it may eventually impact negatively on her performance. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-42) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.7 CASE STUDY 7 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

Motivation is something to keep me going and get me on a high, a certain frame of mind. I am a go-getter. 

Successful people, people with strong values and people who are always positive motivate me. I pick up 

the 'good vibrations". They are my role models. I hate being with negative people. It is like Hindu 

religion ... the sun radiates positive energy and will get the same in return. Hinduism advocates meditation. 

If I am stressed I meditate for 30 - 45 minutes. Relaxation is de-stressing. It has a very calming effect. 

In my personal life success is happiness. Happiness is good relationships, open communication and trust. 



I enjoy interesting and intellectual conversations about work, holidays and psychology. 

I grew up in a conservative culture. My parents instilled good morals in me. They laid the good foundation 

that made me the person I am. My father said: 'Reach for the stars and let no one hold you back". I do 

what I want to do. You are ultimately responsible for yourself. It is "what you make of ir. 'I decide." Some 

people motivate me and others demotivate me. It depends on the day they are having ... you 'bounce 

back" anyway. You accept or reject what people say. 

I need space. I would like to have a garden. I cannot handle untidiness. Evewing has a place, but it will 

not impact on my motivation at work if things are untidy at home. 'If I leave home, I leave home at home." 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

I do not see success in a materialistic way. Success in my work is when I feel content and am satisfied 

with my job. 

Goals are also dreams. I am not completely goal-driven. I know more or less where I am going. I am 

realistic and sometimes unrealistic. I like planning, then I can have control at work and in my personal lie. 

It is important if you want to achieve anything. 

Verbal acknowledgement (and around my colleagues) for a good job makes me happy. Money is not a 

big issue, it is a bonus. Job satisfacfion is important. I want to enjoy my work and have a nice day. 

The culture of the company was a learning experience for me initially. People were very conservative in 

the beginning. This improved tremendously. I enjoy my work. My line manager motivates me through 

open communication. I have responsibilities and feel empowered. 

Loud noises affect me. If I concentrate and the phone rings, etcetera, it impacts on me. Not too much. 

though. If I have no privacy it can become uneasy. The benefit is that you have people around you. It has 

pros and cons. 



6.3.7.1 Construction of reality and the impact on motivation in the industry 

6.3.7.1.1 Culture of origin 

Jerome Bruner (1987:15) states that '(h)uman beings are inveterate and skilful storytellers - and they 

have the habit of becoming the stories they tell". This respondent's life-story is based on the values she 

has learned and on what her father taught her. He told her to 'reach for the stars and let no one hold you 

back". She refers to herself as a 'go-getter" and says that motivation is something that keeps her going 

and helps her to "get on a high". In other words, her reality is to be on the go and to reach for high goals. 

The values that form part of her life-story include a positive attitude towards life. This suggests an internal 

locus of control (see 4.6.1) and a sense of coherence (see 4.7.2). She refers to people with strong values 

as being positive and also motivating her. They are 'role models" to her. She compares this to Hindu 

religion that holds that the sun radiates positive energy and will get the same in return. That is probably 

why she says that she hates negative people. They radiate negativity that may rub off on her. If she 

allows this to happen it may imply an external locus of control (see 4.6.2). This will make her unhappy 

and she will experience it as being unsuccessful, because she associates success in her personal life 

with happiness. Happiness in her reality is also good relationships, open communication and trust. 

She also firmly believes that she is responsible for her own life and happiness. She says it is "what you 

make of it". One has to decide what one wants to do and whether one 'accepts or rejects" what people 

say. In other words, the meaning one attaches to what people say determines how one deals with what is 

said and ultimately also how it affects one. 

6.3.7.1.2 Organisational culture 

Success in the workplace for this respondent equals job satisfaction. Her reality dictates that she is 

successful when she feels content and satisfied with her job. This shows an internal locus of control (see 

4.6.1) which means that she is responsible for how she views her own success. If one follows this 

approach, one must constantly benchmark one's own definition of success against that of the company 

and its objectives. If these are aligned and one does not determine one's own goals for success 

subjectively one stands a good chance to succeed. This seems to be the case with the approach that this 

respondent has followed up to now, and the climate study for this particular group of employees also 

supported this situation by stating that 83% of employees said that they understood the goals and 

objectives of the larger organisation. 

She has a philosophical approach to goals as she refers to them as dreams, and says that her goals are 

not necessarily always realistic. According to her, planning is necessary and it ensures control and 

achievement. She is motivated if she meets her goals and is acknowledged for these achievements, 

especially around her colleagues. 



The organisational culture. according to her, is not as conservative as it used to be. This statement is 

confined by the climate study where i t  was found that 64% of employees believed that this part of the 

organisation has adapted well to the changed political, economic, social and legislative environment in 

South Africa. Her line manager motivates her through open communication and she feels responsible and 

empowered. In a role-orientated culture (see 5.2.2.2.2) employees are supposed to have clearly defined 

authority and responsibility. 

This respondent's approach to life and to work is to reach for the stars. By implication, she wants to fulfill 

her ultimate potential, which is philosophically referred to (according to Miner, 1992:56) as self- 

actualisation in Maslow's Theory of Needs (see 4.3.1.1). 

Alderfer's ERG Theory (see 4.3.1.2) explains what motivates (and demotivates) this respondent. 

Existence needs are satisfied by good working conditions, amongst other things. Loud noises, untidiness 

and a lack of personal space in the workplace are in contrast with these needs and demotivate her. The 

relatedness need, where interpersonal relationships with family, friends and colleagues are important. 

motivates this respondent. She is motivated by successful and positive people; she says that 'happiness 

is good relationships"; she prefers to receive acknowledgement for good work 'around my colleagues" 

and in the workplace she says that - although she does not have pn'vacy, 'the benefit is that you have 

people around you". According to this theory the growth need is an intrinsic need individuals have to 

develop their potential. This respondent also demonstrates this need as mentioned previously. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-49) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.8 CASE STUDY 8 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

I grew up in an independent family. We had supper-table discussions. Open and open-minded 

discussions. It was very challenging. You had to justify yourself. You were lefl to make your own 

decisions and you were never pushed. You had to find things out for yourself. You got pocket money and 



had to sort yourself out. We were not pressurised during exams. We were doing it for ourselves, not for 

anyone else. 

I am setting my own goals and balancing my own lifestyle. My culture shaped me as someone who likes 

to discuss things freely. It is demotivating if it is not the case. 

Home is a motivating environment. My lifestyle at home is very positive in comparison to the work 

environment. Balance and seeing things in perspective are very important. Being a Christian also helps 

you to realise that work is not the end-all and be-all in Me. It helps a lot. Balance is very important. Making 

sure that it is balanced. Work is important, but it is not the only part of life. You would not be successful if 

it was. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

Success is doing a job well. It is defined by your peen around you ... being above average. Recognition is 

important. Knowing that you will grow, learn and develop - and not stagnate. Recognition is important. 

The same factors as to achieve success. Challenging and stretching myself. Formal pay and promotions 

are also important. I want to be acknowledged as someone who knows something about a particular field. 

I do set goals and try and plan for the future. I look at the long-term value of what I am doing and not just 

the short-term value. I do not only look at the STARS' in the short term (for this year); it should also 

benefit the company. It is not only for a good merit (appraisal), it is also about doing a good job. 

Promotions and salary increases are incentives. So are group recognition, attendance of international 

conferences and team building. I want to be recognised in a particular field. It is also an incentive to be 

allowed to go on rotation and to take control of your own career development. I am responsible for my 

own development. If I cannot find what I am looking for within the context of this company. I will go 

elsewhere. 

7 This company uses the STAR concept with reference to Situations, Tasks, Actions and Results in an 

effort to try to provide concrete descriptions and measurements for performance by providing examples of 

the STARS. 



Demands from above with no responsibility are demotivating. Others go to the meetings and then come 

and tell us what to do. Topdown communication is demotivating. The level of scientific discussion is also 

not too good. Too much 'doing" and not enough reading. It is a short-term approach. Teamwork is 

motivating. though. 

Motivating factors are the library services. being able to go on the Internet. keeping upto-date and 

access to info. Demotivating factors are having to look for tools if you need them and housekeeping at 

work, for example cleaning glassware, although it is part of research. I live far away from work because of 

the pollution. The cloud of pollution and smells demotivate me. I wony about the effect on my health. 

6.3.8.1 Construction of reality and the impact on motivation in the industry 

6.3.8.1.1 Culture of origin 

This respondent's culture of origin seems to have a significant impact on how she sees and experiences 

life. She grew up independently in a challenging home environment and had to fend for herself. She was 

allowed to say what she wanted and how she felt. She also had to "justify" herself. make her own 

decisions and 'sort herself out". Her reality was constructed in such a way that she had to accept 

responsibility and do things for herself. This reality was socially constructed (see 3.4) through 'open and 

open-minded discussions" with the input from significant other family members. She experienced this 

process very positively and it motivated her. Maturana and Varela (1980:234-235) contend that we are 

'constituted in language in a continuous becoming that we bring forth with others". In other words, we 

become who we are by 'structurally linking with other human beings through language and only exist as a 

result of language" (Kotze, 199257). 

The Social Learning Theory (see 4.3.3.4) also has significance in this instance. Albert Bandura states that 

this theory explains psychological functioning with reference to the relationship between behaviour, 

learning. personal factors and environmental events (Wood & Bandura. 1991:91). This suggests that 

behaviour is learnt from observing others in a social context and determined through both personal and 

environmental factors. As a result of her upbringing she prefers to sets her own goals, to 'discuss things 

freely" and to balance her own life-style. She also manages to balance external input from significant 

others (external locus of control - see 4.6.2) with internal responsibilities (internal locus of control - see 

4.6.1). She confirms that one can only be successful if one balances one's life and see things in 

perspective and not only focus on one aspect. Her Christianity is very important to her and it also helps 

her to balance evelything. 

6.3.8.1.2 Organisational culture 

This respondent views success in the workplace as "being above average" and 'doing a job well". The 

latter is 'defined by your peers", according to her, and this is indicative of an external locus of control (see 

4.6.2). According to her, part of the process of becoming successful and being of benefit to the 



company is to set goals and plan for both the short and the long term. The climate study reflected that 

most (75%) of employees said that they understood the goals and objectives of this part of the 

organisation and this would support her in aligning her goals and planning for the future. Only 47% of the 

employees agreed, however, that their goals and objectives were within their control. This is probably a 

result of the nature of research work and it could be demotivating. 

She is motivated by things like teamwork, the services rendered by the library, Internet access, 'keeping 

up-to-date" and access to information. On the other hand, there are quite a few things that demotivate 

her, for example if she does not have the responsibility to act and if others have directlexclusive access to 

information. This includes if they are allowed to attend meetings, top-down (telling-style) communication 

and the 'level of scientific discussion". These are in direct contrast to her constructed reality (see 

6.3.8.1.1) as her life-story is based on 'open and open-minded discussions". Other demotivating factors 

at work are only having to do work and not reading up enough, having to look for tools when one needs 

them and poor housekeeping. On a more personal level. she is demotivated by the possible impact of 

pollution in the work environment on her health. 

Recognition is also an important motivator for this respondent. Recognition for her constitutes things like 

pay and promotions. The climate study indicated that only 35% of employees said that their remuneration 

is just as good as or better than remuneration in other organisations, only 36% felt that their promotion 

prospects were good and 40% feel that their advancement opportunities are good. These factors may 

demotivate this individual. Being acknowledged as a specialist in a particular field, being acknowledged 

for group work, attending international conferences, team building and to be allowed to go on rotation 

(temporary exposure to another departmentlbusiness unit) also serve as recognitionlmotivation for this 

respondent. The latter is supported by 62% of employees in the climate study where it was confirmed 

that job rotation is provided as a good opportunity for development. Furthermore, recognition for her is to 

be allowed to take responsibility (see 4.6.1 - internal locus of control) for her career and development. 

The Job Characteristics Model of Hackman and Oldham (see 4.3.2.1) indicates that the need for growth, 

amongst other factors. will motivate employees. It is important for this respondent to know that she will 

'grow, learn and develop" as she enjoys challenging and stretching herself. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-56) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 



6.3.9 CASE STUDY 9 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

We grew up in a close and conservative manner. I was liberal. My parents simply supported me and did 

not 'expect" anything of me. For example, they would say: 'If you want, I'll ask you questions on the 

work". It was important to me that they never cornered me with their questions. In standard six I saw 

how someone received academic colours, and so on, and I decided that I also wanted that. They never 

said that I could do better. My mom would bring me coffee and rusks when I worked. They were proud of 

us children. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

Motivation is that which makes you do things even if you don't feel like it. It's an emotion ... something 

you cannot help. It's a vision of 'you know where to". Every aspect is constantly placed in the context of 

the vision. Sometimes small things motivate me to work hard today. for example if I know I'm going to do 

something nice tonight. Fear of failure also motivates me. 

I would like to believe that I don't have limits. The tantalising flavour of something new ... unexpected, 

also motivates me. Furthermore. I am motivated by pressure. One is 'almost never satisfied with who 

you arelwhat you have". You should always do more. I always want to "end up" on a higher level. It's like 

hope; one never wants to see a ceiling. It's the process and tempo of progress. 

I am always positive and never experience a 'depro" for longer than 2 minutes. I would like to believe the 

best about everything around me. I must have fun. That's number one. Life outside of work is terribly 



important. I enjoy being among people; networks. 

I think of goals when I'm in the shower. Goals and vision are important; a long-term vision. One 

completes the picture bit by bit. Perhaps I focus too much on the bigger picture. Change is also 

important. It demotivates me if change does not take place. 

I don't see incentives in financial terms. For me. it's good if people ask me things and can learn 

something from me, and trust me to do things. I believe in a reward system. not in a hierarchical 

structure. Acknowledgement by my peers is very important. I want to be better at things than others. 

Original things that others can't do. 

It demotivates me if we work on projects one by one. There weren't always opportunities for me to work 

as part of a team. Too much structure is also demotivating. I like Microsoft's structure. I do not currently 

feel empowered. Overseas companies also have flatter structures. Many experienced employees who do 

not want to be managers (of people) fit well into this structure. Flexitime is also demotivating. My outputs 

must be measured, not my hours. It is about trust. 

You determine 95% of your motivation. Sometimes I deceive myself. I am ambitious and this also plays 

a role. I can convince my line managers. I persist until I get my way and perhaps I 'manipulate" them. I 

like the social element of work. 

Physical things such as ergonomics the working environment influence productivity. The divisions in my 

office are very low and that makes things less effective. I am easily distracted and it is better for me if 

things are quiet. It irritates me that my colleagues at head office have large private offices and laptops. 

The strong chemical odours here affect my sinuses. It's not a proper environment and we don't have a 

decent cafeteria either. In better research and development environments social contact is more 

'enforced". 

Equal opportunities motivate me. I have to fight for myself to get things done. Conservatism demotivates 

me. I am not religious. This causes a block in many people and they cannot communicate with me on 

another dimensionnevel. Routine and administration also demotivate me. 

6.3.9.1 Construction of reality and the impact on motivation in the industry 

6.3.9.1.1 Culture of origin 

This respondent's culture of origin was conservative and closed. He, in contrast, was more liberal. This 

means that he decided and constructed his life-style and was not influenced greatly by what other said or 

dictated. With reference to Constructivism (see 3.3) George Kelly (1969) contends that whatever existed 



could be reconstructed. and it seems like this individual reconstructed the conservative perspective that 

his parents initially exposed him to. His parents supported him in everything he did. They asked him 

questions about the work if he was writing exams, for example, and his mother offered him refreshments 

while he was studying. He confirms that he did not experience that they expected anything from him. 

They did not tell him that he could perform better. They were proud of their children regardless of their 

performance. He was the one who wanted to perform. He wanted to have an academic blazer like the boy 

he mentions and he did not want his parents to ask him something about the work for the exams that he 

could not answer. In other words, he has an internal locus of control (see 4.6.1) and conshcts his own 

reality with reference to his objectives and performance. 

6.3.9.1.2 Organisational culture 

This employee says that one determines 95% of one's motivation, which means that he is internally 

motivated and he wants to be in control of his own life and circumstances. This is in line with what the 

Control Theory (see 4.5.2) suggests. According to him, motivation is something that will let one does the 

things that one would not have done otherwise. He describes it as an emotion or something that one 

cannot control. In other words it is something that he will allow to take control over his life. Ltitti (1987:27) 

confirms that motivation is 'the interaction of will and emotion to determine the direction and extent of 

behaviour towards a goal". This respondent enjoys getting what he wants and in the process it may be 

necessary for him to influence and even 'manipulate" his line managers. External factors that impact 

positively on his motivation in the workplace are an informal approach to work, ergonomics, silence, 

change and equal opportunities. The latter's impact on motivation is explained by Adams's Equity Theory 

(see 4.3.5). 

He says that motivation is linked to one's vision about one's future. Long-term goals, vision and his 

ambition also motivate him. The results of the climate study with reference to goals support his need 

where 83% of the employees said that they understood the goals and objectives of the bigger 

organisation. Forty seven percent agreed that their goals and objectives were within their control, 

however. Small things that motivate him are, for example, working hard if one knows that one will be 

doing something worthwhile that evening. His private life is very important to him. The fear of not 

succeeding (not being in control) and doing something new and challenging also motivate him. He says 

that he is somehow never satisfied with what he has and that the drive to do more, pressure and the 

process and speed at which he progresses also keep him motivated. He is constantly on the go and 

wants to believe that he has no limit and that he will never reach a ceiling. This can be associated with 

unsatisfied needs that drive and motivate people, according to Kreitner and Kinicki (1995:144). 

His believes the best about everything (see 4.7.2 Sense of Coherence); his attitude is always positive and 

he does not really allow himself to feel depressed. The most important thing to him is to have fun in 

whatever he does. He enjoys the social side of his work where he works with people and builds nelworks. 

Teamwork motivates him because it is an opportunity where mutual learning can take place. According to 

him, it is an incentive when others trust him and can learn from him. He wants to perform better than 



others. Peer acknowledgement is extremely important to him. He would also prefer a proper cafeteria that 

would be conducive to social contact and interaction. Material rewards are not incentives for him. He 

wants to be acknowledged for what he knows and also for his output. Something like working flexitime 

demotivates him because his hours (input) are measured and it feels as if he is not tmsted. One of the 

weaknesses of role-orientated organisations (see 5.2.2.2.2) is low trust. 

Another factor that demotivates him at work is too much structure, which includes routine and 

administration; this is also inherently part of a role-orientated organisation (see 5.2.2.2.2) like this one. 

The climate study confined that 67% of employees experienced the leadership styles as bureaucratic. 

Other demotivating factors are not being empowered, bad smells, colleagues at head office who have 

better perks and working environments and conservatism, This individual was brought up in a 

conservative home environment and he (in contrast to this) has a liberal approach to life. He is sometimes 

confronted at work because he is not religious. This demotivates him because it causes a mental block in 

the people who confront him and they cannot communicate with him on any other level. 

Herzberg's Two Factor Theory (see 4.3.1.4) summarises some of the factors that motivate this individual. 

These include a need to perform, a need to be acknowledged for his performance and contributions and a 

need to take responsibility for his own life. The Expectancy Theory (see 4.3.7) and more specifically the 

Expectancy Model of Porter and Lawler (see 4.4.1) explains that expectancy, valence and instrumentality 

mainly motivate this particular individual in the workplace. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-63) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.10 CASE STUDY 10 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

I am the oldest child and have two younger brothers. I had to set the example and be careful and 

motivate them. I had a playful and 'motivated" childhood and freedom to do what I wanted. I was not told 



that I HAVE to study. etcetera. It came from myself. 

I have a lot of control over myself. It depends on my mind. I am an 'onloff person. I am demotivated 

sometimes, but not for 6 months. I concentrate more on the positive side. My wife concentrates and helps 

me to focus on positive things that motivate me. It helps to talk to her and bounce things off her. She is 

always positive. 

At home I like things to be neat, for example the lawn mowed, the garbage disposed of, etcetera and it 

impacts on the work sometimes. It is a mind change and it could get on my nerves and mean that I start a 

day off bad. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the intemal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

Motivation to me is coming to work happy every day. Wanting to do the work. Happiness is motivation. 

Promotions tell me my I am successful and so does respect. I like to enjoy life. I spend a lot of time at 

work and if I am not happy then my life will not go well. If I am not at work I try not to think of it. Balance is 

important. 

I set short-term goals (2 to 3 years) and focus on them. My long-term goals continuously change. I do not 

always know where I fit in and my short-term goals keep me motivated. It is not that difficult to achieve 

and I can build on it from there. 

Money and getting credit for what you do, are incentives. Otherwise there is no incentive to do things 

better. 

I worked in a plant previously where I was restricted. The research and development environment was a 

total change. I had responsibility and people listened to me. I had more freedom, which was very 

important to me. In the plant it was different, however, you could sit down and relax sometimes. 

It is demotivating if people stop me to do things and if I cannot understand why. Good managers motivate 

me. Their altitude and the way they tackle any problems. They listen very well and give credit where it is 

due. 

I fit in best where there are problems with equipment, because I try to fix it. If we do not have the right 



equipment it has an impact on my motivation. If we work with what we have it is not always the best 

solution. I cannot sit back and wait until I get what I want. Success is motivation. 

Currently the work environment is positive. It is an open-plan office and it is spacious and quiet with no 

disturbances. There is no privacy, however. The pollution gets to me. It demotivates me. It constantly 

plays on my mind and I cannot get away from it. 

I benchmark myself with external friends with the same background. Research and development work is 

competitive and it motivates me to set goals and make plans. I would not like to stagnate. Change is very 

important. If new rules are created and it is not a challenge, I will find something that is. I do not want to 

be bored. I want to have more than enough to do and feel that I have earned my salary, otherwise I feel 

guilty. 

6.3.10.1 Construction of reality and the impact on motivation in the industry 

6.3.10.1.1 Culture of origin 

It is evident from what this individual shared about his culture of origin that it had a definite impact on his 

motivation. He had the responsibility to set an example and 'be careful" during his childhood. He had to 

be positive and motivate his younger brothers. It seemed to be fairly easy for him, because he described 

himself as someone who always concentrated on the positive side. There seems to be a contradiction if 

he was told to act responsibly on the one hand, and on the other hand he had the freedom to do what he 

wanted and was not told when to study, for example. He had to have an internal locus of control (see 

4.6.1), because he said that everything he did 'came from himself". He had 'a lot of control over himself". 

He also refers to himself as an 'onloff" kind of a person who is demotivated sometimes, but not for very 

long. In other words, he tries to act responsibly, to take control of his life and be positive whenever he is 

demotivated. His wife also has a very positive and motivating effect on him, because she is a positive 

person. 

This individual is motivated if things at home are neat and tidy and it might even impact on his work and 

the kind of day he has if this were not the case. 

6.3.10.1.2 Organisational culture 

In the work environment this respondent says that he is motivated by the mere fact of coming to work. It 

makes him happy to work. Douglas McGregor suggests that this kind of attitude towards work (see 

Theory Y of Theory X and Theory Y - 4.3) instigates motivation. Work is an important part of his life and 

he wants to strike a balance between his work and personal life. 



He sees research and development work as competitive and it motivates him to plan and set short-term 

goals. This enables him to achieve and it reminds him of where he fits in. Long-term goals constantly 

change and although he says 'change is important" to him, this seems to create uncertainty in him. The 

climate study indicated that he should be motivated by the fact that 75% of his colleagues felt that they 

understood the goals and objectives of this specific part of the organisation. He is also motivated by 

money, receiving credit where it is due, keeping busy and feeling that he has earned his salary. 

McClelland's Need for Achievement Theory (see 4.3.1.3) confirms that the need for achievement 

motivates certain individuals to take responsibility for their own decisions and performance; they also 

need immediate feedback regarding their performance and enjoy challenging, but attainable goals. The 

work environment itself also motivates this respondent. Although there is no privacy, the open-plan office 

is spacious and quiet. The need for good working conditions, a good salary and benefits also serve to 

motivate employees, according to the existence needs of Aldefef's ERG Theory (see 4.3.1.2). Another 

motivational factor for this respondent should be the evidence from the climate study where most 

employees (66%) said that outstanding performance was rewarded. 

The culture of the organisation where he is working currently allows him freedom and responsibility and 

these motivate him as they did during his childhood. Responsibility almost becomes a dominant story or 

the knowledge/power, according to Foucault (see 3.6.1) which 'produces his reality". The Job 

Characteristics Model of Hackman and Oldham (see 4.3.2.1) also stresses the importance of 

responsibility with regard to motivation in the workplace. They state that specific job dimensions, like 

responsibility, impact on an employee's psychological state (internal focus) and this is then reflected in 

job attitudes and behaviour. Good managers who listen to him, other people who listen to him and the 

attitude with which they try to solve problems motivate him too. 

It is demotivating to him if people restrict him from doing things if he cannot understand the reasons. 

Pollution and not having the right equipment for the work also 'get to him". He feels that he fits in best 

where there are problems with the equipment and needs to fix it. Success to him is being motivated. If he 

is promoted and others respect him he also interprets it as being successful. He 'benchmarks" his career 

progress and success against that of friends outside the organisation. This may be some indication of an 

external locus of control (see 4.6.2). Because promotion is important to him. he might feel demotivated 

because the climate study indicated that only 36% of employees believed that promotion prospects were 

good. 

His reality is constructed in such a way that he is motivated by both responsibility and freedom, which 

seems to be a paradox. Responsibility in itself does not necessary imply freedom, but it may create 

freedom within certain boundaries. He seems to be comfortable and motivated by this. Responsibility 

creates certainty. He dislikes uncertainty and it demotivates him. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-70) for quantitatively measured motivational factors that support the reality this respondent has 



constructed with reference to motivation in the workplace. 

6.3.1 1 CASE STUDY 11 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

Organisation, tidiness and planning were very important at home when I grew up. These were "imprinted" 

upon me. I ended up in a line where I could never have imagined being. My life was 'swung around" into 

a different direction. I wanted to study in a different field, but my father suggested this field. I ceased my 

studies because I did not like the field and studied further through my work. I am not 100% sure that I am 

in the right field of work. I do it to the best of my abilities even though it is not really what I want to do. 

Success is important to me; it is part of my personality. I have an effect on motivating myself. My 

emotional state is positive. If things don't turn out the way I want them to, I sometimes become negative 

and that demotivates me. I must maintain a positive attitude. 

My domestic environment now has a more positive impact on my level of motivation. Initially it was a 

problem at home, because my husband is not as fastidious as I am. This is definitely not a problem 

anymore. Now I make a plan myself. 

Faith must not be shoved down one's throat and one should not allow politics to affect one. I usually 

keep my opinions to myself. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 



Respondent: 

Motivation for me is to be successful in one's job and to be acknowledged for it. I work on a project and 

do my bit to the best of my abilities. I have to achieve what I have to and put in what is expected of the 

project. Work is terribly important. I would bring my paddo my job and even neglect my family. 

However, my family is NOT second in the line of importance. 

Yes, I set goals and put a time limit on each goal. My diary plays a very significant role. I want to reach 

d-dates. I prioritise goals and if it is less important. I might not reach it. 

I definitely want more acknowledgement. My direct line manager plays an important role. It is important 

to me that my work is not overlooked. If I do a great deal of work and make good contributions. and these 

are overlooked, it demotivates me. Promotions, other forms of formal acknowledgement and money also 

motivate me. It motivates me when my line manager gives me an interesting, challenging project. Boring 

and routine work demotivate me. Also if I have to be a 'Jack of all trades" and don't have my own project 

and get acknowledged for it. I want to be able to say "I did it" and I want others to see who did it. 

The person who is most important in the work environment is the line manager. I must know that there is 

someone there for me and I must have the trust to discuss things if necessary. This can have a positive 

or negative effect. It depends whether it is your personality or your own will. Sometimes one doesn't 

have control over it. 

If one can utilise physical things in the work environment, it is positive. If these things are in the way or 

become white elephants, it is negative. Currently the environment is negative. In the laboratories the air 

conditioners are out of order three quarters of the time. If one were to allow this to have an influence on 

one, you would be permanently negative. If everything were to be positive, things would improve more. 

One must make the best of a bad situation. Others are the same boat. You must cultivate a positive 

attitude and look beyond things. 

Injustice and unfairness demotivate me. People must be treated the same and there should not be 

exce~tions. 

6.3.11.1 Construction of reality and the impact on motivation in the industry 

6.3.11.1.1 Culture of origin 

The external cultural environment of this respondent impacts on her reality in that her opinion about 

"neatness, organisation and planning" was 'imprinted" upon her. It seems as if her father played an 

important role in determining her career as he dictated to her what she should study and it was different 

to what she had intended. It appears that an external locus of contml (see 4.6.2) was cultivated within her 



culture of origin. Eventually, she terminated her studies and started working. Then she resumed her 

studies and completed it while she was working. She is not sure that she is currently doing the right kind 

of work, but she is doing it to the best of her ability. 

Her knowledge/power (see 3.6.1) with reference to success is that it is important and it is part of her 

personality. She confirms that she is affected negatively and even demotivated if things do not go the way 

she intended. for example the termination of her studies. The way in which she deals with this is to try to 

remain positive. In other words, she tries to take control of the situation, which implies an intended 

intemal locus of control (see 4.6.1). Her current home environment has a positive impact on her 

motivation. Initially she experienced a problem because her husband was not as neat as her culture of 

origin prescribed. She took control of the situation and it is not a problem anymore. 

This respondent is affected negatively when religion or even politics are 'forced down her throat". This 

may be a result of what happened earlier during her life when her father 'forced" her to study something 

that she did not want to and she terminated her studies as a result. She may experience that she is not in 

control, as she would prefer to be. if others impose certain things on her. This may also be the reason for 

her 'keeping her opinions to herself". It appears as if she was able to turn an external locus of control into 

an intemal locus of control. Herzberg's Two Factor Theory (see 4.3.1.4) refers to two factors that underlie 

motivation. The first factor is hygiene and it suggests that dissatisfaction will move a person to do 

something - as this individual did regarding her studies and the initial problem with her husband. The 

second factor is motivation factors, for example responsibility. This individual takes responsibility for her 

own life and tries to sort out her problems. 

6.3.1 1 .I .2 Organisatlonal culture 

This respondent's reality is constructed in such a way that she must always do her best. The power that 

this knowledge about her life has is reflected in the fact that it produces her truth about life. She wants to 

fulfill her ultimate potential - according to Maslow's Theory of Needs (see 4.3.1.1), and she has a high 

need for achievement, according to McClelland's Need for Achievement Theory (see 4.3.1.3). Sometimes 

she even neglects her family in order to be able to do her best at work. One of the most important things 

within the work environment for this respondent is recognition. She believes that she must get recognition 

for doing her best and being successful, and that if she is successful it will motivate her. Promotions. 

formal acknowledgement, money and a challenging project also motivate her. The Reinforcement Theory 

(see 4.3.3.3) holds that positive reinforcement, for example money and acknowledgement, reinforces 

responses to ensure that they are repeated. 

She sets goals for herself in the process of trying to do her best. She prioritises what she needs to do and 

then tries to fit everything in within a certain time frame. It is also important for her to have a good working 

relationship with her line manager and she wants to be able to trust him. The Human Relations Theory, 

as mentioned under 4.3, suggests that good relationships between supervisors and subordinates are very 

important motivators. A good working relationship probably exists between this respondent and her line 



Every person motivates or demotivates himself. If you enjoy what you do, the role of motivation is not so 

great. Then it is not a 'uniform". Your working conditions determine how much motivation is necessary. 

The shift workers under me motivate me if they are willing to be part of the team. I have respect for them. 

Some of them have 20 years' service behind them. They understand the work. I cannot tell them how to 

work. The guys who work with me are a nice group. They have a wide range of interests and 

experience. For me, it's the nicest thing if I as the youngest can help others with problems. 

My line manager plays an important role with regard to my family who are not here. His door is always 

open and sometimes I can 'throw my toys out of the cot' if I feel like it. If I am having trouble, he will help. 

Open-plan ofices are demotivating with regard to telephones and people having conversations. It breaks 

your concentration and disrupts thinking patterns when writing reports. I am getting a new computer, 

because my simulations bomb out at that creates stress for me. Our equipment will be moved and 

improved. Apart from this, the set-up is good. Early in the mornings, before I come in. my colleague 

opens the doors and windows. I feel neutral as far as my work environment is concerned. My workload 

would much rather motivate me. However. I don't like dust on my table. 

My domestic conditions do not have a direct impact on my work motivation. The house needs to be tidy, 

but I won't worry about that when I'm at work. I'm not a perfectionist Work comes first. I set attainable 

goals. Work puts food on the table. I set attainable goals and am not a 20 years from now type of 

person. 

6.3.12.1 Construction of reality and the impact on motivation in the industry 

6.3.12.1.1 Culture of origin 

This respondent's life-story with reference to motivation was written in the house where she grew up. Her 

father taught her quite a few things and he had a great impact on her lie-story. He taught her to always 

do her best and said that one will reach the top if one is good at what one does. According to her, she is 

currently successful. She has always given everything her 'best shor - from school to work. Her father 

cultivated a need for achievement (see 4.3.1.3 - McClelland's Need for Achievement Theory) in her that 

drives and motivates her to reach the top. He also taught her that everything in life was about money. It 

was important for her to be able to provide for herself and not necessarily to live in luxury. She was not 

used to luxuries during her childhood, either. 

Both her mother and father taught her family values and supported her. She says that it was important to 

her that her parents were proud of her. She constructs her reality (with input from her parents) in such a 

manner that she believes that life is "straight forward" and what one makes of it. That is probably why she 

takes life as it comes and, although she sets realistic goals for herself, she also dreams about her future. 



The values her parents have are part of a particular social environment they have been exposed to, and 

in turn they exposed her to this. Anderson (1993:324) confirms that we 'live and understand our lives 

through socially COnSt~cted narrative realities". In other words, the truth exists in a narrative identity that 

was created in a certain community and not necessarily in our own identities. 

She says that she values her opinion about herself more that other's opinion about her. It may be 

concluded that she decides what she wants to do and what her "best shot" will be. The meaning of 

success to her is determined by prior constructions and her interpretation of these. 

6.3.12.1.2 Organisational culture 

This individual has already reached success in being the youngest qualified and respected individual in 

this particular group. She has already proved herself in the workplace. From the perspective of her life- 

stoiy about success, it seems as if she is well on her way and this may serve as a definite motivating 

factor for her. Part of her value system is to be acknowledged for attaining success, and she even pats 

herself on the back sometimes. Herzberg (1968:72) confirms that employees are motivated if they can 

demonstrate their skills and knowledge and receive the recognition they deserve, and Theory Y of Theory 

Xand Theory Y (see 4.3) incorporates most of these aspects that motivate this particular respondent. 

She enjoys having responsibility and the role-orientated nature of this organisation should be conducive 

to this need. Furthermore, she believes that people motivate (or demotivate) themselves. This suggests 

an internal locus of control (see 4.6.1). It motivates her if others can learn from her and if she can help 

them to solve problems although she is the youngest. Her workload also serves as motivation for her and 

this is supported by what the Human Resource Theory (see 4.3) says about 'productive workers that are 

happy". According to her unique reality one will be motivated if one enjoys one's work and working 

environment. The climate that prevailed in this organisation revealed that 74% of the employees in this 

particular group liked the work they do and 78% said that they were doing something worthwhile. 

She respects her colleagues for what they know and is motivated by teamwork and the positive 

relationship with her line manager. The need for affiliation according to both Maslow's Theory of Needs 

(see 4.3.1.1) and McClelland's Need for Achievement Theory (see 4.3.1.3), as well as the relatedness 

factor of Alderfer's ERG Theory (see 4.3.1.2), explain how these factors may affect her motivation. Her 

line manager plays an important, almost a substitute father, role in the workplace. 

If people do not always share information with her, according to her it inhibits her, from doing and 

becoming her best. Other issues that demotivate her are open-plan offices where telephones and 

conversations impact on her concentration and line of thought when writing reports, and dust on her desk. 

Hemberg's Two Factor Theory (see 4.3.1.4) summarises the extrinsic factors (work environment, 

interpersonal relationships and salary) and intrinsic factors (work performance, acknowledgement and 

responsibility) that motivate (or demotivate) this respondent in the workplace. 



The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-84) for quantitatively measured motivational factors that support the reality this respondent has 

COnSt~~ted with reference to motivation in the workplace. 

6.3.13 CASE STUDY 13 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct questlon to explore story, knowledge 

and power in the external culture.) 

Respondent: 

My father and mother were both teachers. There weren't standards for success. They said you should 

take life as it comes and make the best of what you have. I have great control over what I want to do, 

great freedom. I'm not a group person, but this is changing. I want freedom. 

I am in the process of buying a house. If things at home are bad, I can't help thinking about it. That is 

demotivating. This environment is not the same as the one I come from. This environment is 

demotivating. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct questlon to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

Money is very important at this stage. Small things make me angry, for example the fact that I have to go 

and sit outside in the rain to have a smoke. Company perks and so forth are also very important. Not 

status. Money is success. Work is to do something in order to survive. There are better things to do at 

home. 

I only set temporary goals. For example, it is not set to be a millionaire by the end of the year. During 

merit times I want above normal merits and if I don't get it, I'm unhappy. I strive to do my best. I do plan 



the things I do. I don't work for or with someone and that motivates me. My work opportunities fit my 

view of life. 

Acknowledgement, not compliments, 'elevates" me. It demotivates me if I don't get acknowledgement. I 

expect it. Money is also an incentive. Also simple things that make life easier, such as being able to 

drive into the plant. This is not connected to status. 

The pervading culture is demotivating if it is pessimistic. I accept that the standard is to be motivated. It 

is also demotivating that my merits are determined by my line manager. This influences others more than 

it does me. If there are interpersonal problems and your line manager doesn't like you, it can be a 

problem. 

Affirmative action is also at the back of my mind and I am constantly aware of it and I realise its 

implications. This is not negative, but I would like to be acknowledged for my work. no matter who or 

what I am. 

My opinion of Head Office is that they make decisions on our behalf. The guys at the bottom have 

difficulty maintaining schedules. 'to put out fires". There is little meaningful work. Communication from 

the very top to the very bottom is poor. 

I am motivated. It is demotivating when my line manager does not take into account what I say. If people 

make me angry, I work hardedbetter. I work in an aggressive environment 

Physical things in my work environment are demotivating. There is a great deal of work and few people. 

They say the resources are there, but I don't see it. I always wait, because there is a backlog and I am 

dependent on the queue for equipment. I am also not allowed to smoke in my office. This would double 

my work capacity. The dust that's everywhere has an indirect influence and also on the impression the 

company makes. 

I must work to maintain my standards of living. Everything averages out. There are good and bad days. 

6.3.13.1 Construction of reality and the impact on motivation in the industry 

6.3.13.1.1 Culture of origin 

According to this individual success standards were never written into his life-story. One of the dominant 

stories in his life seems to be what his parents told him about accepting things as they are and making 

the best of what one has. He had to construct his own reality regarding success and he had to attach 

meaning to it. This individual believes that he has the freedom to do what he wants and that he has 

control over his life, as the Control Theory(see 4.5.2) and an internallocus of control (see 4.6.1) suggest. 



His domestic life impacts on his work, especially if things are not going well at home. The environment 

that he currently lives in is very different from where he comes from and that is demotivating to him. This 

also shows an external locus of control (see 4.6.2). 

6.3.13.1.2 Organisational culture 

Work is not the most important thing in this individual's life. He says that he works in order to earn money 

and to maintain a certain standard of living, and it seems as if he approaches this by setting temporary 

goals for himself. The work itset is not worthwhile to him. According to the Reinforcement Theory (see 

4.3.3.3) money serves as positive reinforcement which is a stimulus that reinforces a response (for 

example to work) to ensure that the response is repeated. With reference to the climate study, this 

respondent may feel demotivated because only 35% of the employees felt that their remuneration was 

just as good as or better than the remuneration in other organisations. It is important to this respondent. 

however, to do his best in whatever he does and he regards himself as a motivated person although he 

experiences some days to be better than others. Kotze (199257) justly asserts that people have to 

choose how they interpret (through language) their environment and how they wish to get involved. 

Taylor (1919:21) refers to a 'stick and carrot" approach to motivate people. Woodsmall (1991:49) adds to 

this approach by saying that people will do unpleasant things if either a stick or a carrot is used. Currently 

the carrot that motivates this respondent in the workplace is money. Money means success to him. This 

means that he has constructed his reality with regard to the meaning of success, as he says that he did 

not leam this from his parents. The Expectancy Theory (see 4.3.7) refers to instrumentality, which is the 

belief that success will lead to reward and, as said earlier, money is an important reward and motivator for 

this respondent. Other factors that motivate him are good merit appraisals and working alone and 'for 

himselr. He expects acknowledgement and -although he is positive about affirmative action - he wants to 

be respected for who and what he is. 

He is demotivated by the fact that he cannot smoke in his office and sometimes has to sit outside in the 

rain if he wishes to smoke. Not having all the company perks, for example the inconvenience of not being 

allowed to drive to one's office with one's car also demotivates him. It seems that he currently 

experiences problems with his line manager as he prefers to work alone, he does not want his line 

managers to do his merit appraisals and he does not think that his line manager gives consideration to 

what he says. Most (72%) of his colleagues do not necessarily agree with him on some of these aspects 

as the climate study revealed that they felt that their immediate supervisors were adequately skilled in 

evaluating their performance and also delegated authority. In his reality he determines the meaning and 

direction of his own life and he does not feel comfortable if other people take control of his life. The 

Control Theory (see 4.5.2) offers some explanation for this need. The climate study indicated that 47% of 

employees in this category felt that their goals and objectives were within their control and this may also 

impact on this individual's need to be in control of his lie. Other factors that impact negatively on him are 

the fact that there is too much work and not enough people to do it, no resources, equipment is not 

readily available and the dusty work environment. A good working environment and a good salary are 



described as part of the existence need in Alderfer's ERG Theory under 4.3.1.2. 

The organisational culture definitely impacts on him for reasons mentioned above, and he also feels that 

the people at head office make decisions on their behalf. This once again may indicate a situation where 

he feels that he is not in control and that he cannot predict the outcome of their decisions. McClelland's 

Need for Achievement Theory (see 4.3.1.3) explains the need forpower and says that certain individuals 

will be motivated by the need to take control of their own (and other's) work. According to this respondent, 

the line of communication from the top to the bottom of the organisation is also not good. This is 

confirmed by the climate study where only 34% of employees agreed that leadership and communication 

down the line were adequate. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F. 

page F-91) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace 

6.3.14 CASE STUDY 14 

Date: November 2000 

Question 1 : 

In your own words. explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

The environment in which I grew up influences my perspective on life. Time was money and productivity 

was priority number one. My father had his own business. One must be busy in an effective manner, 

because that is what you are paid for and it must be measured effectively. One should always strive to 

improve and guard against stagnation in all facets. 

If you have a negative outlook on lie. it is demotivating. I am positive and would rather notice the positive 

and work towards changing the negative or to avoid it. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 



explore story, knowledge and power in the internal culture.) 

Respondent: 

An environment in which I can express myself fully is motivating. It ! ~ l d  not be limiting and : 

have realistic rules. Limitations must be realistic. Guidelines give structure. Success is when the result 

complies with the requirements of the client and myself. How it is attained, is not as important, as long is 

it is within the guidelines of the jobtlaw. 

My goals are definitely not to be promoted within the next two years. I look at the status quo to find out 

what is lacking or wrong and what to do to eliminate it. I have a post-mortem and then I eliminate it. 

My direct line manager has an effect on my motivation. It is about trust, back up, the necessary support, 

acknowledgement and money. My income is probably market-related. My work environment demands 

that I have to work more than I can take flexi-time. I throw away 250 hours per year. I don't take work 

home or vice versa. I don't allow it. 

I adapted my needs to the company's culture. I have been here for so long and I feel empowered and I 

am able to live myself out within the rules and regulations. Within these limitations, because they are 

realistic. One should not always find fault with the system. You should try to fit into the system. The 

company hires you to perform a job. You should do your best to the fullest of your abilities, and then you 

will get results. Don't always expect acknowledgement. Do everything well and to the best of your ability. 

People who are negativelunrealistic can demotivate one. I sometimes feel that I do not reach my aim if I 

don't succeed in influencing others and then I would change my 'offensive"1strategy. You shouldn't allow 

this to become a long-term thing; you should see it as a challenge. If I were to rub shoulders with 

colleagues on the same level on a permanent basis, it would be demotivating. I avoid the negative and 

associate with the positive. This is sometimes easier than addressing the situation. 

The company can do away with open-plan offices. People's productivity decreases by at least 50%. 

Sometimes it's good to be able to get up and look around and then to return. I work in a relaxed 

environment. I have been here for too long. Inadequate equipment makes things difficult, because then 

you can't do your job. It must be fixed immediately if broken. 

As far as the Affirmative Action policy is concerned, I would like to say that the company should address 

productivity, in the same breath and with the same measure of enthusiasm. 



6.3.14.1 Construction of reality and the impact on motivation in the industry 

6.3.14.1.1 Culture of origin 

This respondent's culture of origin has a definite impact on his perspective of life. according to him. His 

reality about work and productivity is co-constructed by his father. Time is directly linked to money and 

productivity is the most important issue, something he relates to his father having had his own business. 

His perception or knowledge of reality became his life-story and this is that one has to be productive 

because one gets paid for it and that one's productivity had to be measured. The Agency Theory (see 

4.5.1) implies that economical or financial aspects are important motivators, as the ownerldirector of a 

business will pay employees to render certain services in order to obtain desirable outcomes. 

This respondent believes that one must always try to improve with regard to all facets of life. The need for 

self-actualisation (4.3.1.1 Maslow's Theory of Needs), the need for growth (4.3.1.2 Alderfers ERG 

Theory) and other motivation factors like the obligationlresponsibility to be productive (4.3.1.4 Herzberg's 

Two Factor Theory) motivate people to start, continue or stop behaving, according to the Content 

Theories (see 4.3.1). His life-story also dictates that a negative perspective on life will demotivate one. He 

says that he is positive and focuses on the positive side of life, and proactively tries to change or avoid 

negative issues. The Sense of Coherence Theory (see 4.7.2) of Antonovsky (1979:123) suggests that a 

positive altitude, approach and orientation create positive expectations about positive outcomes. 

6.3.14.1.2 Organisational culture 

This respondent's reality concerning the workplace, productivity and one's responsibilities in the 

workplace has definitely been constructed by his culture of origin. He says that a work environment where 

he can live out his constructed perceptions about his work reality motivates him. He feels that there 

should be guidelines, but that they should be realistic and not too restrictive. His direct line manager also 

affects his motivation, according to him. T ~ s t ,  support, acknowledgement and money are important to 

him. Most of these factors are described as motivation factors in Herzberg's Two Factor Theory (see 

4.3.1.4). 

He says that he is successful if he meets both his own and the customer's requirements. In other words, 

his own standards or goals are very important to him. He does not focus on being promoted within two 

years, but rather on problems and what to do in order to solve them. The Goal Setting Theory (see 4.3.4) 

suggests that intentions, goals, acceptance and commitment mainly motivate behaviour in the workplace. 

Locke et (1991:357) proved that by setting goals, both work motivation and performance were 

increased. This respondent feels that he has adjusted to the organisational culture and that his goals will 

probably be aligned with those of the company. The climate study indicated that most employees (87%) 

in this category felt that they knew where this part of the organisation fits in with the rest of the 

organisation in terms of goals and objectives. This suggests that this respondent should feel comfortable 



about his own goals in the context of the bigger organisation. 

His work environment demands that he works overtime and he loses many flexi time hours because he 

cannot balance his hours. He refuses to take work home and rather works overtime. It may demotivate 

him if he is not paid for his efforts, because his reality dictates that one has to be productive at work 

because one is paid for it. The results of the climate study suggest that only 18% of employees felt that 

this part of the organisation succeeded in matching pay to performance. It is important, however, to bear 

in mind that productivity per se should not be rewarded, but meeting company objectives should be 

rewarded. Other factors that demotivate him are negative or unrealistic people. He tries to counter this by 

influencing them. Constant competition with colleagues also demotivates him. It is often easier for him to 

resolve issues if he focuses on the positive side and avoids the negative. Another factor that demotivates 

him is the open-plan offices. According to him, productivity drops by 50% as a resuli thereof. Equipment 

that malfunctions or is out of order also impacts negatively on his motivation. He usually takes immediate 

action to have it repaired. 

He has been working for the company for many years and says that over time he has adjusted to fit in 

with the organisational culture. According to him, he is empowered and he can follow his own rules and 

guidelines because they are realistic and in line with those of the company. He says that one must not 

always find fault with systems (which would indicate an external locus of control (see 4.6.2); one need to 

try to fit in. It seems as if he adjusts well to the role-oriented cufiure (see 5.2.2.2.2) where structures and 

systems are in place to streamline the workflow, and guidelines are clear and fair and not too restrictive, 

as he would prefer. Furthermore, he says that one is hired to work and one will see results if one gives 

one's best without necessarily expecting acknowledgement. In other words. productivity will be rewarded 

as his life-story suggests. He even suggests that the company deals with productivity with the same 

enthusiasm as they deal with affirmative action. 

It has become clear from this narrative discussion that being productive in the workplace is the power that 

drives and directs this individual's life and, as Foucault suggests, it produces his reality. It affects 

everything he does, how he does it and how he evaluates and approaches other people in the workplace. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-98) for quantitatively measured motivational factors that support the reality this respondent has 

const~cted with reference to motivation in the workplace. 



6.3.15 CASE STUDY 15 

Date: November 2000 

Question I: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

The background where I come fmm. most people are illiterate and struggling financially. I had to work and 

study hard. I see myself as prosperous in 5 year's time and then I will uplifl my family. My father told me 

about the fruits of studying. "Nothing comes easily." 

Question 2: 

In your own words explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

Motivation depends on your state of mind or the project. Responsibilities and goals motivate me. What do 

you want to achieve? Money motivates. Our project can be commercialised any moment. I am doing night 

shifts, etcetera with no extra payment. The happy ending of the project is important. 

You benchmark your success with people around you. In my opinion I am in the lower range of being 

successful now. If I see how far I have gone with my knowledge and where I want to see myself in 5 to 10 

years from now, I am only in the beginning. 

With regard to life, the town I am staying in is boring. I am always looking for something to make it 

interesting. With regard to work, I enjoy work also on a social level. I accept and appreciate people for 

what they are. 

Trust is important. If I work under someone who trusts me it motivates me. I want to get responsibility and 

be left alone and trusted. Money is the least. Competency or being able to contribute technically is 

important. The culture of the company is positive. It depends on your state of mind and the current affect 

on you. I am working in a division where I have got lots of info and responsibility and trust. It is about 



reward. If I am responsible I will perform to my fullest. Then I also expect appreciation and feedback. 

The negative side is that things are sometimes going slow. for example promotion. Maybe I am expecting 

too much for all the hard work and overtime. I want to break a barrier and relate to someone. The money 

is perhaps enough, but I have a great responsibility back at home and I look at how fast my colleagues 

are progressing. 

I have got a major role in my own motivation. I do the best I can in what I dolspecialising. I want to 

diversify and broaden my scope. If you are demotivated you can do something about it. Psychologically. 

however, it has an impact. If things go slow I have to look at the positive side. If I wake up in the morning I 

WANT to see what is going to happen that day. 

Other people do not affect my motivation to a large extent. If people are dragging their feet in the process 

for you to meet your goals, you have to talk to them. That could impact negatively. 

Our offices are not up to standard with regard to the space, shelving for books and privacy. There is 

nothing much I can do at the moment. The labs are filthy and that is demotivating. I like a clean 

environment and clean results. I have designed the equipment myself and am satisfied with that. 

Little is done about deep-seated problems with regard to the politics at work. It is about diversity and 

culture. If I look at my white colleagues and vice versa I am not satisfied. People should move away from 

colour. Networking should deal with people's minds and breaking barriers. It depends on us too. We can 

accelerate the process. I do not want people to say 'shame" to me. They should treat me fairly in terms of 

responsibilities. 

Management does not relate well to the people. I hear the talks in the corridors. I get the feeling from 

different people. also senior people. 

6.3.15.1 Construction of reality and the impact on motivation in the industry 

6.3.15.1.1 Culture of origin 

The life-story of this individual includes illiterate people who struggle financially. He decided to rewrite his 

own life-story by working hard and putting efforts, into his studies. The goals he sets for himself are to 

become prosperous in five years time and to 'uplifl" his family in the process. His father was the ceauthor 

of his life-story and said to him that nothing came easily, and that he would pick the fruits of his studies. 

This individual does not share much about his culture of origin, but he gives a clear indication of where 

his motivation in the workplace comes from. His drive to uplift his family appears to be one of his 

dominant stories and could be linked to what Gergen (1991:170) suggests about the fact that we seem 'to 



stand alone", but are 'manifestations of relatedness". The well-being of his family, their safety and 

security needs (see 4.3.1 .I Maslow's Theory of Needs) and their existence needs (see 4.3.1.2 Aldeffer's 

ERG Theory) motivate him. If the hygiene factor in Henberg's Two Factor Theory (see 4.3.1.4) could be 

interpreted as dissatisfaction with the state of his family's circumstances then it would mean that it would 

motivate him to do something about it. This individual's focus on supporting and uplifting his family could 

be an indication of an external locus of control (see 4.6.2). 

6.3.15.1.2 Organisational culture 

This respondent benchmarks his success against people around him (external locus of control - see 

4.6.2) and he feels that he is 'in the lower range of being successful" at this point in time. He sees himself 

at the very beginning of where he wants to be in 5 to 10 years from now. In other words, he has definite 

goals he wants to reach and this will motivate him - according to the Goal Setting Theory (see 4.3.4). It is 

important for him to bear in mind that he has to align his goals with those of the company. The climate 

study revealed that this respondent should be aware of the goals and objectives of the company because 

81% of employees clearly understood the goals and objectives of their immediate department and 77% 

understood the goals and objectives of this part of the organisation. 

He tries to make life more interesting if he finds it boring. This respondent enjoys working with people and 

he "appreciates them for what they are". With this statement he is saying something about his perceived 

reality and his needs. He probably also wants to be accepted and appreciated for who he is. This is 

directly linked to the need for esteem in Maslow's Theory of Needs (see 4.3.1.1). He is motivated to 

'perform to (his) fullesr if his line manager gives him responsibility and t ~ s t s  him. and he confirms that 

this is currently the case. In support of this need the climate study also confirmed that 74% of employees 

in this category said that their immediate line managers have confidence and trust in them. 

'(A)ppreciation and feedback", being competent and making technical contributions like designing 

equipment also motivate him. The motivation factor. mentioned in Henberg's Two Factor Theory (see 

4.3.1.4) include acknowledgement and responsibility and lead to motivation and job satisfaction. Simply 

looking forward to what the day will bring also motivates this respondent. 

The company culture is positive, according to him. He says that one's state of mind determines how the 

organisational culture affects one. According to his life-story, he has a 'major role" to play in his own 

motivation and he feels that he can do something about it if he is demotivated by looking at the positive 

side of things or talking to people who do not pull their weight for example. This suggests that he is also 

driven by an internal locus of control (see 4.6.1). His unique reality forms the basis for his concern about 

the political issues regarding colour at work. It is important to him that people move away from colour 

issues and that he is given responsibility and treated fairly. The dimate study indicated, however, that 

72% of his colleagues said that relationships between employees of different races or ethnic backgrounds 

were usually good. Another organisational culture issue that has a demotivating impact, according to him 

and other employees, is the fact that 'management does not relate well to people". 



He is demotivated if things go too slow, for example to be promoted or other people 'dragging their feet". 

This will influence him because of the longer-term goals that he has set for himself to provide for and 

uplift his family (see 6.3.15.1.1). His life-story dictates that 'nothing comes easily" and he is prepared to 

put in an effort to get what he wants. He works overtime and says that he is pehaps expecting too much 

for all his efforts, but he compares his progress with his colleagues and he has a 'great responsibility 

back home". Other factors that demotivate him are the offices that are not up to standard regarding 

space, shelving for books, privacy and dirty laboratories. 

It seems that this respondent focuses on the end results of whatever he is doing, for example the 

outcome of a project, getting paid for his efforts and subsequently helping to improve the circumstances 

of his family. He is prepared to give his best in the process of reaching his goals. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-105) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.16 CASE STUDY 16 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culhrre.) 

Respondent: 

My family was very supportive and interested in my studies. I was brought up in a religious Christian 

background. Sport was quite important. Most of us tried to be the best with regard to sport. but we were 

not quite there. We always tried to win with regard to sport. games, etcetera. This did not come from my 

parents, but from my brothers. I am very competitive today. 

Life outside is also important. You should keep it separate although it is not always possible. It is 

important that you should step out of work and relax in one way or another. My social life is important. 

There should be a good context outside work to discuss more important things in life than work. That is 

missing in South Africa. 

I put my personal life aside and try to keep it separate from the work. I think more about work at home 



than the other way around. 

Question 2: 

In your own words. explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

My line manager, the type of work that I do (research) and the relevance for the company motivate me. 

Exposure creates more motivation and also insight into scientific problems and solutions. The group 

picture is success to me. That is if the group is successful. If we commercialise a process successfully 

and I am part of the achievement. 

Work is important and also to be successful in your work. It is a good feeling if you perform well and if you 

do not perform well it will reflect on the outside life. 

I do set goals. I try to achieve them in one year and in the longer term with respect to scientific problems, 

publishing and moving forward with my career. I do not always get what I set out to get, but I try to work 

towards it. I do not plan in detail for the next 5 to 10 years. 

Incentives are trust, respect and responsibility from my line manager. I do n d  know how my salary 

compares to that of others. It would motivate me if I knew what salaries my colleagues were earning. 

The culture in my own group motivates me, because it is supportive; we help one another. It is a pleasant 

culture, but also hard, because we tell one another if we think someone is not doing his share. Outside 

our group it is not all that positive, but I do not pay attention. The politics does not demotivate me, but it 

could motivate me if it was handled differently. Recognition from Management motivates me and also 

promotions and rewards. 

Affirmative action does not give a positive feeling. It is not done very well. They should create more clarity 

and openness. Other factors that demotivate me are the secrecy agreement and what management said 

about it if you do not sign it and the availability of some Human Resources people. These are outside 

influences. Management and Human Resources should be there for us and that is not the impression I 

get. 

You determine your own motivation. You can keep on thinking and let it influence or register or let it be. 

You can steer your work in the direction you enjoy with regard to specific tasks. If others have a positive 



attitude toward my performance and me it affects and motivates me; especially from people I respect. 

6.3.16.1 Construction of reality and the impact on motivation in the industry 

6.3.16.1.1 Culture of origin 

Within the culture of origin of this respondent, his family showed interest in and supported his studies. He 

said that there was constructive wmpetition between him and his brothers regarding sports and games, 

for example. They tried to fulfil their true potential according to Maslow's Theory of Needs (see 4.3.1.1). 

Most of them 'tried to be the best with regard to spoK and today he is still very competitive. This 

respondent's reality regarding wmpetition was co-constructed by his brothers as a result of this 

approach, and it became one of the powers that drive and motivate him. In support of this Mitchell 

(1984:lO-13) explain in his Motivation-Performance Model (see 4.4.3) that arousal. intentions. behaviour 

and performance influence the motivational process. He mentions social facilitation as an external cause 

of arousal where the presence of others caused physiological arousal because they evaluate both our 

performance and our being. and we prefer to be seen in a favourable light. 

He feels that there are more important things in life than work and that it is important that one should try 

to keep them separate. According to him, this is 'missing in South Africa". He says that he thinks more 

about "work at home than the other way around". however. 

6.3.16.1.2 Organisational culture 

This respondent is motivated by various factors in the workplace, for example his line manager, the kind 

of work he does and the relevance of the work to the company. Exposure and "insight into scientific 

problems and solutions" also wntribute towards his motivation in the workplace. If his line manager trusts 

and respects him and gives him responsibility, it serves as an incentive for him to perform. Miles 

(1965:151) points out that people do not only have needs for belonging and respect, but that they also 

wish to contribute to meet meaningful objectives. This respondent also says that knowing what salaries 

his colleagues are earning will motivate him. With reference to Adams's Equity Theory (see 4.3.5) Mitchell 

(196424-25) contends that employees compare their reward to those of others doing similar work and 

pay-scales can be made public to confirm equity only if fair and objective reward and appraisal structures 

are implemented. Recognition from management, promotions and rewards are other factors that motivate 

this respondent and they are in line with Maslow's higher hierarchy needs (see 4.3.1.1) and the 

motivation factors of Henberg's Two Factor Theory (see 4.3.1.4). According to the climate study only 

36% of employees in this category believed that their promotion prospects were good and this may 

demotivate this particular individual. 

Success is important to him and, according to him, success is when the group, of which he forms part, is 

successful and they wmmercialise a process successfully, for example. Research indicates that 

teamwork and interdependence impact on motivation (Mitchell, 1984:22). This respondent 



holds that it feels good to perform well and that this will be reflected on one's life outside the workplace 

too. 

He says that he sets goals that he tries to reach in one year's time or longer, but not for 5 to 10 years in 

advance, in order to progress with his career. This refers to the drive to fulfill one's ultimate potential 

according to Maslow's Theory of Needs (see 4.3.1.1) and the need for achievement according to 

McClelland's Need for Achievement Theory (see 4.3.1.3). According to him, he does not necessarily 

always reach his goals. but at least he tries to. 

The culture in the group he works in is very supportive and pleasant, according to him. The individuals in 

the group are very open and straightfoward and will tell group members if they think 'someone is not 

doing his share". The culture outside this particular group seems to be less positive, according to this 

individual's perception of his work-related reality, but it does not affect him. Work-related politics does not 

demotivate him, but it may have a positive effect on him if it were handled differently. According to him, 

affirmative action must be handled more clearly and openly. In the climate study 38% of his colleagues 

agreed that they believed that the affirmative action policy was being implemented effectively. 

The secrecy agreement that he needs to sign (and what management says if it is not signed) demotivates 

him. The fact that management and certain Human Resources individuals are not available when one 

needs them also demotivates him. This may be an indication of an external locus of control (see 4.6.2); 

especially if one considers that he says that he is motivated by other people's 'positive attitude toward 

(his) performance". 

This respondent also shows an internal locus of control (see 4.6.1). He confirms that 'you determine your 

own motivation" and can 'steer your work in the direction you enjoy". 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F112) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.17 CASE STUDY 17 

Date: November 2000 

Question 1 : 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to wplore story, knowledge 

and power in the external culture.) 



Respondent: 

The circumstances in which I grew up were not competitive at all. I have an aversion to 'achieve at all 

costs" and I don't raise my children like that either. I am a believer and I do what I feel is my task. Out of 

my family it's only me and my sister, a Mathematics teacher, who studied afler school. We were told to 

perform as well as we could and that that was good enough. There wasn't pressure to achieve. It's the 

same with my children. We don't encourage them to join all sorts of organisations. If the opportunities 

are there, we don't stand in their way, but we don't pressurise them. They do have to work hard. 

however, and we distinguish between them according to each of their abilities. 

It is important to me that my family members are happy and content (their well-being). I would not panic if 

something out of my control happens to them during my working hours and would handle whatever went 

wrong. Sometimes I wonder what the future holds for my children, for example with regard to career 

opportunities. I wonder about recommendations concerning their studies. This impacts on my motivation 

to an extent and it stimulates me to get a broader view on things. The whole issue of our country does 

have an effect. 

Motivation has two elements, the one being myseif and the other on the outside. Internally, motivation is 

part of one's personality. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Dlrect question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

My interest in others and my need to do something for them are great motivators. It is important to do a 

job where one must motivate people and see that they are satisfied. It is demotivating if there are 

complaints and people have to come back again and again, because things aren't right. 

Success does not necessarily imply a positive result at the end. If you feel that you have made a 

contribution that was properly grounded and motivated, and it was effectively sold to your colleagues. it 

doesn't matter whether it is positive or negative. It is important to ask whether we reached the 'bottom 

line". There isn't a 'righr answer. 

I don't really set goals. They don't really feature. I do, however, set short-term goals. I don't have a 

picture as regards the next 4 or 5 years. For me it is more important to take what is on the table, and to 

deal with it. There is a measure of planning, but not in detail. Rather, one should emphasise that certain 



skills are coming into place for this environment. If the "make-up" is right, then we can play the game. 

Money is not an incentive for me. Rather, it is about the TRUST others have in me. Above me, and 

especially beneath me, are the most important ones in this regard. They must accept me the way I am. I 

don't want to pretend to be something that I'm not. I find it very motivating to be responsible for others 

and their careers. I like to create opportunities for them, but I don't have any control over what they do 

with that. I must have peace within myself, and keep myself busy in a meaningful way. I must be able to 

justify what I'm busy with. 

The culture of the division is a concern and also a disappointment to me. because there is a lack of 

openness and tnrst. Everyone simply looks after himself and not at the interests of the division or the 

greater organisation. We have the same goals and we have to play open cards with each other. Other 

agendas also play a role. This is twe for the greater company, too. 

I have a dream that this division will, hierarchically speaking, be levelled and that anyone will be able to 

'challenge" anyone. There must be a spirit of excitement where we share with others. Now we are losing 

the synergy between people. 

I do think I have a role as far as my own motivation is concerned. It demotivates me if I am in a situation 

where I don't know where to. what's going on now. Sometimes I have to force myself to simply start 

working (doesn't matter where). Then I do something concrete. Once the activation energy is there, 

things go on by themselves. You yourself have control over it. It is motivating to learn and to say NO 

sometimes. 

Others certainly have an influence on your motivation. If feedback from others is positive, it is motivating. 

Feedback from the people below me is incredibly important to me. From the top they might see a 

different picture and perhaps they can't see the same picture one sees from the bottom. 

6.3.17.1 Construction of reality and the impact on motivation in the industry 

6.3.17.1.1 Culture of origin 

This individual grew up in an environment where working hard and doing one's best were promoted. He 

says that he is a religious man and that he does what he feels obliged to do. Competition and pressure to 

perform are not part of his life-story. He also raises his children according to this perceived reality. 

The well-being and happiness of his family are very important to him. He says that if he is at work and 

something beyond his control happens to one of them, he would not necessarily panic. He is concerned 

about the future of his children with regard to studies and career prospects in the light of issues in this 

country. This influences his motivation and makes him consider more options. There seems to be a 



contradiction in what this respondent says, because on the one hand he readily accepts things that are 

beyond his control, such as something happening to his family while he is at work. On the other hand, he 

is concerned about his children's future, which is also a result of issues in this country over which he does 

not have any control. This might reflect an external locus of control (see 4.6.2) where external elements 

impact on his motivation. 

According to this respondent, motivation has two components. namely external elements and himself. He 

says that motivation is part of one's personality. In other words, he acknowledges the fact that he also 

has an internal locus of control (see 4.6.1). 

6.3.17.1.2 Organisational culture 

This respondent realises the responsibility he has with reference to his own motivation. In the workplace 

this respondent is motivated by the need to do something for other people. He enjoys motivating others 

and keeping them satisfied by accepting responsibility for their careers and creating opportunities for 

them. He realises, however, that he does not have control over what they do with these opportunities. 

Money is not an incentive to him. He is motivated if his seniors and - even more so - his subordinates 

trust and accept him for who he is and if they give him positive feedback. According to the Human 

Relations Theory (see 4.3), good relationships between supervisors and subordinates are important 

motivators. Hill (1947:47) acknowledges that the need to be treated like a human being also motivates 

people. It is important to this individual to do something worthwhile and to be able to justify whatever he 

does, and to say 'no" whenever it is necessary. 

It demotivates him if people are unhappy because things continually go wrong. He seems to feel 

uncertain when he does not have control over a situation, and this impacts negatively on his motivation. 

Then he forces himself to do something concrete and once he activated his energy levels, things begin to 

happen. McClelland's Need for Achievement Theory (see 4.3.1.3) refers to a need for power that 

suggests that certain individuals are motivated by the need to take control for their own and others' work. 

This individual is demotivated if he feels that he does not have power or control over a situation. 

Success does not necessarily mean a positive end result to him. Rather, success is attained when one 

feels that one has done something worthwhile that is funded and if one can sell the idea effectively to 

one's colleagues. According to him, it is about making an impact where it matters most and not about the 

right answer. These needs are supported by what Stagner (1950:14) refers to as the need for 'ego- 

satisfaction" which include self-expression and doing things of importance. 

This respondent sets short-term goals for himself. He prefers to deal with issues that need immediate 

attention. He does not plan in detail. It is more important for him to set the scene and to ensure that 

certain competencies are in place for the specific environment. 

The organisational culture is a disappointment to him, because there is a lack of openness and trust 



measured against his reality. He would prefer a more open culture where anyone could challenge anyone 

else. The climate study supported his sentiment and confirmed that only 34% of employees in this 

category felt free to disagree with senior management. He says that everyone only looks after himself and 

has hidden agendas and does not necessarily consider the interest of the organisation. Everything will 

improve, according to him, if a climate of enthusiasm and a flatter hierarchical structure prevailed. 

Organisations with role-oriented cultures (see 5.2.2.2.2), such as the one in this part of the organisation, 

have more prominent hierarchical structures. This respondent holds that the current climate impacts 

negatively on the synergy amongst people. 

It seems evident from what this respondent says that he needs to be in control of both his own life and - in 

the workplace. also of others' livestcareers to feel that he is doing something worthwhile and also to 

create certainty. The knowledge of what to do and where to go creates a feeling of control for this 

respondent and it becomes the power that motivates him to take action. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-119) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.18 CASE STUDY 18 

Date: November 2000 

Question 1: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to e~rplore story, knowledge 

and power in the external culture.) 

Respondent: 

It is motivating to me to achieve things. To plan and reach goals. To be successful. It is OK to get a 

different answer than you might have expected initially. It is about feeling good about what you do and 

what my part in it was. I want to know that I try my best and be at peace with my conscience. When I 

start with something, I think about the end result. I try to link it with the outcome and often ask myself 

whether it is still relevant. 

My mother was very involved with us. I have learnt that one can "do anything" and that honesty and hard 

work are very important. Also that success means 'effort" and that what you get if you've given your best, 

is good enough. You must make sure that you don't make a mess of things. Shirking work isn't allowed. 



Motivation is by and large lodged in yourself. How you feel and are depends 99% on yourself. You can 

"think" yourself into a situation. My husband is even-tempered. He is not a negative person by nature and 

that helps a great deal. I have a philosophy not to watch the news. I ignore the environment, because it 

could have a negative influence on me. Sometimes I don't want to know. It is an ostrich approach, but it 

works well for me. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

I enjoy my work; it interests me. I have trouble motivating myself if I don't like something. I spend a lot of 

time at work and must therefore try to make it enjoyable for myself. If something at work bothers me, I 

take it home with me. I try to keep work and home separate. At home I have different interests than at 

work. 

You earn money at work with which you can do interesting things and that is motivating. Money isn't 

everything. I don't like acknowledgement where your face is put on a plate, it makes me feel 

uncomfortable. Team acknowledgement makes me feel good. If I'm involved with something and I see 

that it is successful, it motivates me. To feel good about it is also an incentive. It's bad to get 

acknowledgement for something you did not do. 

In my first job my first line manager told me that it's important that you start out the right way. He said you 

must do your work right, be proud of what you do and be proud of your subordinates. He gave 

acknowledgement and knew what you were doing. He motivated me and was interested in me. He said 

that you must do your best. 

Empty acknowledgement makes me very sceptical. The division has little influence on a person himself. 

I can determine my own environment and it would bother me if I were told to do things that are against my 

personal convictions. 

My colleagues influence me positively and negatively, but I ignore it. I go home and hit a ball if it affects 

me. It helps to talk to my colleagues if they are positive and want to help solve problems. 

If something doesn't work it would affect me. I sometimes get hyper-frustrated and go for a walk and then 

go back. I would have it fixed if it doesn't work. Noise definitely influences me, because then you can't 

think/wncentrate. An open-plan omce is a frustration, because there are many interruptions. The foul 



smells also sometimes make me wonder what I'm doing here. 

6.3.18.1 Construction of reality and the impact on motivation in the industry 

6.3.18.1.1 Culture of origin 

The culture of origin of this respondent definitely impacts on her approach to life and how she interprets 

success and also on what motivates her. Her mother was an important figure and co-author of her life- 

story. She taught her that one could do anything one set one's mind to, and that honesty and hard work 

are very important. Her reality has been constmcted to reflect success as effort and giving one's best. 

She says that it motivates her if she succeeds in her efforts by planning and reaching her goals. She 

envisages the end results before she starts and constantly monitors the relevance of her progress. 

Success to her even includes getting different answers than what one initially anticipated, knowing what 

one's input is and also to be able to live with oneself. She believes that 99% of one's motivation is within 

oneself and how one thinks about a situation. This could be an indication of an internal locus of control 

(see 4.6.1). Her husband also has a positive impact on her motivation as he has a consistently positive 

nature. 

An approach that suits the reality of this respondent is to avoid negative input, for example the news, to 

be able to cope with negative external influences. Her reality has been constructed in such a way that she 

consciously tries to avoid and even 'isolate" herself from negative input into her life-story. This might (and 

does) impact positively on her motivation, but she also runs the risk of depriving herself from enriching 

her life-story and her lived experience. White and Epston (1990:9-10) contend that we cannot have direct 

knowledge of the world and that is why social scientists suggest that what people know of life they know 

through "lived experience". Lived experience would probably also include one's exposure to information 

and specific circumstances and how one re-authors one's life- story accordingly. 

6.3.18.1.2 Organisational culture 

She tries to keep her work and personal lives separate, but if something bothers her at work she would 

"take it home". Money does not mean everything to her but it is a means to ensure that one can do things 

one enjoys outside the workplace. 

This respondent finds it demotivating to do work she does not enjoy. She spends time to try to make her 

work interesting, however, which once again suggests an internal locus of control (see 4.6.1). She also 

confirms that she would feel very uncomfortable if she were asked to do things that are against her 

principles. 

Sincere acknowledgement, especially for team efforts, is very important to her. It motivates her if she is 



part of something and it turns out to be a success. This makes her feel good. She says that it feels very 

bad to receive acknowledgement for something that one did not do. The reference to feelings is an 

indication that emotion plays a role in her motivation. Latti (1987:27) explains that motivation is 'the 

interaction of will and emotion to determine the direction and extent of behaviour towards a goal". 

This respondent's previous line manager also coconstnrcted her reality about motivation and success in 

the workplace. He said to her that one should start out right from the beginning, do one's best and be 

proud of one's work and one's subordinates. He gave acknowledgement where it was due and showed 

an interest in her work. 

She says that she sometimes ignores the impact colleagues have on her motivation. If they are positive 

and prepared to help to solve problems, she will talk to them, however. Things that do not work 

demotivate her and she will take a walk or try to fix it. Noise and open-plan offices affect her motivation as 

they affect her thoughts and concentration, and she also does not like the smells in the place. Mitchell 

(1984:17) confirms that the job environment, which includes noise levels, for example, and effective 

equipment are external 'causes of behaviour". 

It seems that - although some external factors impact on this individual's motivation - she is mostly 

internally controlled. The results of the climate study that indicated that only 28% of employees felt that 

senior and top management motivated them adequately should not have a major impact on her, because 

it seems as if she is capable of motivating herself. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F. 

page F-126) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.19 CASE STUDY 19 

Date: November 2000 

Question 1: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

Discipline played a major role in my upbringing. I can relate many things I achieve to that. I am viewed 

as a serious person. You have to be balanced. By being balanced, you can motivate yourself. If you 



participate in other things such as sports, you look at life differently. You can orientate your own thoughts 

in a positive direction and tune yourself differently. 

My parents also play a role. My father is in the same chemistry-related field. He did not set standards, 

but got quite far and that has an effect on my life and work. It influences my work and future with regard 

to motivation. 

I don't bring things from home with me to the job. Such things don't have an effect on my motivation. 

Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the intemal culture.) 

Respondent: 

A person is motivated if management trusts you. I have free reign to do what I want to. I have done 

everything only for myself. I have made it possible for myself to be where I am and built my own 

networks. Success is not about money, but about appreciation for your work. If people come back to you 

it is acknowledgement, and that is success. 

Number one is to be interested in people if you want to be successful. Number two, networks. Number 

three is to be interested in chemisby and technology. If you understand the technology and are 

interested in the person and his work, the person will trust you and open up. People abuse each other. 

I also look beyond this division. I want to make a contribution to the larger organisation. At the moment 

there's no incentive for me. Promotion is very important in the long term. The culture in the division does 

not really have an effect, because I look more broadly than only this division, otherwise it would have had 

an effect. Communication is a problem, and so is trust. 

If I am demotivated on a particular day, I would network and talk to other people about work-related 

things. Then I forget that I am demotivated if I see that they also have work-related problems. It 

demotivates me if my computer is broken. Noise has an effect on the quality of my work, but it is not 

necessarily demotivating. Smells also affect me. 

If I have to do 3 to 4 things simultaneously, I sometimes go into a "flat spin". My time management and 

prioritisation can improve. It is about an attitude of service. If you are too generous, people abuse you. 

That doesn't demotivate me. 



Affirmative Action motivates me to achieve in the sphere of work. I must achieve to stay ahead on the 

long run. 

6.3.19.1 Construction of reality and the impact on motivation in the industry 

6.3.19.1 .I Culture of origin 

This respondent says that he can link his success to discipline. He is regarded by others as a serious 

person. Within his reality one can positively orientate oneself and one's thoughts. He shows an internal 

locus of control (see 4.6.1). One can motivate oneself if one lives a balanced life, according to him. He 

participates in sports and that makes him see life from a different perspective. 

His parents also impacted on his construction of reality as his father was in the same field of chemistry as 

he is. He said that his father did not set standards, but he was successful and that impacts on his own life 

and work with reference to his future and motivation. 

He says that today he does not take any issues from home with him to work and he does not allow it to 

impact on his motivation. 

6.3.19.1.2 Organisational culture 

This respondent feels motivated if management trusts him and acknowledges the work he does. These 

factors are described as motivation factors in Henberg's Two Factor Theory (see 4.3.1.4). He says that 

he is allowed to do what he wants, he does everything for himself and he has reached this position as a 

result of his efforts and the networks he established. Affirmative action also motivates him to perform in 

the workplace, because he needs be at the forefront of what he does in the longer term. 

Success to him is not money, but acknowledgement for the work one does and also if people come back 

to one because of what one does. He ranks the factors that determine success in the workplace 

according to his perceived reality. Number one is to be interested in people, number two is networks and 

number three is an interest in chemistry and technology. He says that people abuse each other and that 

they will only trust one and open up to one if one understands the technology and is interested in them 

and their work. 

This respondent wants to contribute towards the wider organisation and he does not only focus on this 

particular part of the organisation. He says that currently there is no incentive for him and that promotion 

in the longer run will be very important to him. The only issues regarding organisational culture that are 

concerns to him are communication and trust. He may be demotivated if one considers that the climate 

study confirmed that only 34% of employees in this particular category felt that communication down the 

line was adequate. Another factor that may impact on his motivation is the fact that one of the 



weaknesses of a role-orientated organisation (see 5.2.2.2.2), like this one, is low trust. He does say, 

however, that the culture of this part of the organisation does not affect him, because he looks at the 

bigger organisation. 

He is demotivated if his computer does not work. Noise and smells only have a small impact on the 

quality of his work, according to him. If he is demotivated he prefers to network and to speak to other 

people about work-related issues. Usually he finds that they also have work-related problems and then he 

does not feel demotivated anymore. This may be an indication that he allows other people to impact on 

his motivation, which also suggests an external locus of control (see 4.6.2). It affects his performance if 

he needs to do too many things simultaneously. He says that he has to improve his time management 

and prioritise because he renders a service and it may impact on that. Furthermore, he says that if one 

does not say 'no" to people sometimes, they will misuse one, but it does not demotivate him. It merely 

implies that he is aware that he needs to manage his time. 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-133) for quantitatively measured motivational factors that support the reality this respondent has 

constructed with reference to motivation in the workplace. 

6.3.20 CASE STUDY 20 

Date: November 2000 

Question 1: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of your external culture (culture of origin). (Direct question to explore story, knowledge 

and power in the external culture.) 

Respondent: 

Where I come from you were successful if you had a Matric. Nothing further. It was basically about 

making a living and having a roof over one's head. There weren't high expectations. You were satisfied 

with what you had. I was the first and the only one in my family to study after school and that encouraged 

me to do well. 

My domestic conditions don't have an effect at work. If I'm at work, another set of rules operates. I "click" 

over to this. 



Question 2: 

In your own words, explore motivation and success in the construction of your reality based on your 

experience of the internal culture of this organisation (organisational culture). (Direct question to 

explore story, knowledge and power in the internal culture.) 

Respondent: 

My perspectives are different for life and work; there are different rules. What works at work doesn't 

necessarily work at home. The books say that your personality must remain the same no matter where. 

This depends on peoplelstatus. If you work with people on lower levels, you can't use the same set of 

rules. There are different circumstances. On my level life and work are two separate entities. 

Since I have been a working day shift. it has been a problem, because now I'm responsible for other 

people too. It demotivates me if promises are made which are not kept. It is about trust. It takes a long 

time to build trust. It motivates me if there are clarity, direction and structure. It demotivates me if I have 

tried my best to do something and my manager asks me: 'What are you doing?" If my best isn't good 

enough. In the structure we're in now, it is about moving through the levels to the top. To be promoted 

means someone sees what you're doing. 

My current goal is to have my own company one day. I have had it, but it did not work out. I went about 

things the wrong way and didn't do research. It is a long-term goal. I am currently studying. At present I 

operate in periods of 2 years. When I reach my goal, I set another - otherwise you stagnate. Promotion 

is my next goal. 

Money isn't always an incentive. I have given lunch vouchers to lower level employees when they 

performed well and the response was very positive. That would also motivate me. There is a lack of 

such things in the division. More can be done about this. The bonus system is also an incentive. With 

regard to merits, I feel that they can give everyone the same merit-adjustment (inflation-related 

adjustment) and promote those who do well. 

The culture of the division has an effect on the way I do my work. Structures can be put into place, but 

people can't 'dictate how the division should work". The culture determines how people are. and not the 

rules and regulations. "Clicks" that are formed have an effect on the culture and on motivation. Groups 

must also socialise outside of work and then they will be able to relate better. 

Motivation comes from oneself. Your boss can create the atmosphere, but you must buy into it. You 

must make your own decisions. It is primarily your responsibility. After I began to give people vouchers 

the culture did not change and that influenced me because the frequency of rewarding decreased. 



Obsolete equipment definitely has an influence on motivation. I can only take it up to a limit and then it 

becomes demotivating. In many regards Management can do something about it. The research 

department must be better than their competitors and we work with the least and want to compete with 

the best. We must invest more energy to achieve the same results (as the opposition) and that is 

demotivating. 

Among things that have an effect is that fact that the stock prices are good but still equipment doesn't get 

to be improved. The still cut the budgets and that is demotivating. We have sessions about equipment 

for hours and then the managers simply come back and say there's no money, and that is demotivating. 

6.3.20.1 Construction of reality and the impact on motivation in the industry 

6.3.20.1.1 Culture of origin 

According to this respondent's culture origin one was successful if one had a Matric and nothing more. 

One only had to 'make a living" and had to have a roof over one's head. These are the lower hierarchy 

needs referred to in Maslow's Theory of Needs (see 4.3.1.1), the existence needs that Alderfer's ERG 

Theory (see 4.3.1.2) mentioned and the hygiene factors according to Herzberg's Two Factor Theory (see 

4.3.1.4). Expectations were low and one had to be satisfied with what one had. He is the first and only 

person in the family to study further and that motivated him to achieve. Albert Bandura (Wood and 

Bandura, 1991:91) suggests that behaviour is learnt from 0bSe~ing others in a social context and 

determined through both personal and environmental factors. This is what the Social Learning Theory 

(see 4.3.3.4) reflects. This respondent observes other people and their circumstances and that probably 

motivates him to try to do something about his own situation. It might be concluded from this that he has 

both an internal (see 4.6.1) and an external locus of control (see 4.6.2). He takes responsibility for his 

future and actively constructs a new reality for himself. 

This respondent may be successful (also in the workplace) because he is self-sufficient (see 4.7.3). He 

believes in his own abilities and motivation and the actions he needs to take to meet certain situational 

needs. 

Currently his situation at home does not impact on his motivation at work, according to him. He has a 

different perspective at home and he follows 'a different set of rules". It probably means that he uses 

different rules or guidelines for different situations and that he is adaptable. 

6.3.20.1.2 Organisational culture 

This respondent distinguishes between home and work environments and applies different rules, as 

mentioned above. It concerns him because certain books suggest that one's behaviour must always be 

consistent. At work he adjusts his behaviour according to the people that he works with. Different 



situations often require different approaches and behaviour, and the author proposes that his approach 

indicates flexibility, which is well suited to a research and development environment (and probably also to 

many other work environments). 

Broken promises and the impact these have on trust, demotivate him. Another factor that impacts 

negatively on his motivation is when he tries to do something to the best of his ability and his line 

manager implies that it is not good enough. This is also implied the fact that seventy two percent of his 

colleagues (72%) indicated in the climate study that senior and top management did not motivate them 

adequately. It seems like the organisational culture co-constructs this respondent's reality about 

promotion in the workplace as it suggests that his line manager needs to think that he is doing his best 

and acknowledge it before he will be considered for promotion. This respondent may be demotivated, as 

confirmed by the climate study, where only 36% of these employees believed that their promotion 

prospects were good. This individual displays a need for acknowledgement, which Henberg's Two Factor 

Theory (see 4.3.1.4) describes as a motivation factor. This intrinsic factor is part of the work content and, 

if satisfied. will lead to motivation and job satisfaction. Maslow's higher hierarchy needs (see 4.3.1.1) are 

similar. The Reinforcement Theory (see 4.3.3.3) suggests that acknowledgement is a form of positive 

reinforcement that reinforces a response to ensure that it is repeated. His perceived reality reflects the 

knowledge he has about the acknowledgement of performance, and this becomes a dominant power that 

motivates him to perform. 

Other factors that impact negatively on his motivation are outdated equipment and the fact that 

management is reluctant - according to him - to provide money to do something about the situation, even 

though the company's share price is very good. He says that they have to work with the worst equipment 

and are, nonetheless, expected to compete with the best. They spend much of the time trying to resolve 

the problems with regard to the equipment, but management always responds that there is no money. 

Effective equipment is an external job-related factor that motivates employees, according to Mitchell 

(1984:17). The climate study supported this to a certain extent. because it indicated that only 32% of 

employees in this particular category felt that management understands the problems within this specific 

part of the organisation adequately. 

Clear goals, direction and structure motivate him. The role-oriented culture (see 5.2.2.2.2) of this part of 

the organisation probably suits him very well. He does not regard money as an incentive to perform in his 

specific category, but he views promotions as incentives to perform. Promotions imply more money. He 

says that money does, however, motivate lower category employees, as became evident from the meal 

vouchers he issued to some of them for good performance. It did not impact on the organisational culture, 

however. Performance bonuses do motivate employees, according to him. This may imply that he wants 

to receive some form of acknowledgement for his performance. He believes that motivation comes from 

within, which suggests an internal locus of control (see 4.6.1). According to his perceived reality, one's 

line manager can create an atmosphere for one to work in, but one has to buy in and make one's own 

decisions. 



This respondent sets goals for himself and in the longer term he wants to have his own company. 

Previously he had his own company, but according to him it did not work because he approached it 

wrongly and did not do proper research beforehand. Currently he only plans for two years at a time and, if 

he reaches his goals, he sets new ones to ensure that he does not stagnate. This is what Alderfer's ERG 

Theory (see 4.3.1.2) suggests about the intrinsic need of every individual for growth. He is focusing on his 

studies now and his next objective will be to be promoted. 

The organisational culture impacts on his work and on his motivation. The organisational culture is 

determined by the people and not by ~ l e s  and regulations. according to him. If people form "clicks", for 

example, it will impact on the culture of the organisation. He suggests that groups also have to socialise 

outside the workplace in order to 'relate better". 

The reader may also want to refer to the SHL Motivation Questionnaire report (attached as Annexure F, 

page F-140) for quantitatively measured motivational factors that support the reality this respondent has 

COnstN~ted with reference to motivation in the ~0rkDlaCe. 

6.4 Chapter conclusion 

The information gathered from the narrative discussions and reflected in the case studies in this chapter 

gives some insight into the different realities of the different respondents. There are definitely similarities, 

but also marked differences with regard to their experiences and interpretation of their unique stories 

pertaining to the issues concerned. 

The next chapter will endeavour to integrate and reflect all the relevant theories, findings and 

recommendations relevant to this research study. 



CHAPTER 7 

INTEGRATION, RECOMMENDATIONS AND CONCLUSIONS 

7.1 Introduction 

The previous chapter presented a qualitative exploration through individual narrative discussions with the 

respondents in the target industry to explore their construction of reality (see 3.6.2) about motivation and 

success (see Chapter 4) in the workplace. 

This chapter will focus on the findings from the narrative discussions (see Chapter 6), the integration, 

interpretation of the relevant theories and the conclusions and recommendations made by the researcher. 

7.2 Purpose of the research study 

The assumption was made in Chapter I that successful employees were motivated employees and it 

was subsequently decided to identify successful employees or respondents in a SA target industry and to 

explore the impact of their constructed reality (see 3.6.2) on their state of motivation in the workplace. 

Pertaining to this, the assumption was also made that constructions and interpretations regarding the 

meaning of the terminologies 'motivation" and 'success" in the workplace may not be the same for all the 

mentioned employees. Furthermore, the assumption was made that both the culture of origin (external 

culture) and the organisational culture (internal culture) impacted on the construction of reality. Lastly, this 

research study also tried to explore whether internal andlor external locus of control determined work- 

related motivation. In other words, it was an attempt to try to establish whether an employee is internally 

andlor externally controlled and how this affects his motivation and subsequent success in the workplace. 

This research study was an endeavour to explore these assumptions from both a modernist (see 2.5) and 

a postmodernist (see 2.6) perspective. 

White and Epston (1990:9-10) confirm that what people know about life they know through 'lived 

experience", and these interpretations of lived experiences give us the knowledge we have about the 

world. This knowledge is turned into stories to give meaning to experiences, and the dominant stories 

become the power that produces reality - according to Foucault. This is why the narrative perspective 

(see 3.6) was followed in this research study. People tell stories about their lives and these stories 

become their realities, according to Jerome Bruner (1987:15). He also contends that people use these 

narratives to interpret their own and other people's experiences and they become the dominant stories 

that shape and influence their lives. Edward Bruner (1986:153) proposes that stories shape our lives and 

relationships and that it is in the 'performance of an expression that we reexperience, re-live, re-create, 

retell, re-construct, and re-fashion our culture". People use language to construct their life-stories or 

narratives and through narratives, they construct their reality about the world. Reality only exists in and 



through language, according to Von Foerster (1984:306-308). Wallace and Wallace (1989:36) say that all 

higher levels of thinking depend on language, and the structure of people's language influences how they 

understand the world and construct their realities. 

It was decided to consider the impact of the culture of origin (external culture) on motivation in the 

workplace for various reasons. In the first instance, the way in which a person sees himself and his needs 

is influenced by social norms in relation to motivation (Viteles, 1954:98). In support of this Geertz (19735) 

confirmed that '...man is an animal suspended in webs of significance he himself has spun, I take culture 

to be those webs, and the analysis of it to be therefore not an experimental science in search of law but 

an interpretative one in search of meaning". People socially construct their realities through social 

processes. language and culture. according to Hoffman (1990:2). 

The organisational culture (internal culture) comprises of values which reflect the 'attitudes. mind sets, 

beliefs, and understanding that impact on how work is accomplished and how employees deal with each 

other", according to Byham (1986:2-7). This research study also tried to determine which organisational 

culture factors impacted on the respondents' uniquely const~cted realities about motivation. 

The assumption was made that every individual constructed his own unique reality with input from 

significant other people from both his culture of origin and the workplace, the exposure to certain 

circumstances and his interpretation of these. Covey (1996:128) rightly said. 'Everyone's life is so 

singular, so unique. Who will listen to understand that uniqueness?" 

7.3 Conclusions 

The findings from this research study indicate that an employee's culture of origin and the organisational 

culture impact on his construction of reality and this perceived reality, in tum, impact on his work-related 

motivation and subsequently on his success. 

It is evident from all the narrative discussions or case studies (qualitative research) in this research study 

(see Chapter 6) that all of the respondents that have been included in this research study are motivated 

by some or other factor or factors, which confirms the initial assumption that was made that successful 

employees are motivated employees. Some respondents have an internal locus of control (see 4.6.1), 

others an external locus of control (see 4.6.2) and others both. It seems not to matter whether they are 

internally or externally controlled, but it seems more important that the individual is somehow motivated to 

perform and succeed. From the narrative discussions it became evident that intemal factors can influence 

the need to focus on the external factors, for example an intemal need to develop potential may drive or 

motivate a respondent to focus on other people for their input and support in developing his potential. 

Viteles (1954:381) asserts that investigations regarding motivation and morale in the industry indicate that 

no single need could be identified as standing out for all employees in American industries. The basic 



needs for shelter, food and fundamentals of living were taken as being satisfied. Motivation seems to 

stem from the employees' own constructions (or co-constructions made by significant other people) of 

reality from their culture of origin and also from their organisational culture. The employees also construct 

individual discourses about themselves, how they interpret and what control they think they have over 

their own motivation and success. This research study confirms that some respondents are motivated by 

similar motivational needs, for example challenging targets (see Case Studies I, 2, 3, 4, and 5 in 

Chapter 6, for example), but that different respondents are effectively motivated by different needs. As 

mentioned earlier. it is important to take note of the fact that successful employees are motivated by 

internal andlor external factors. The significance of this probably lies in the uniqueness of each individual 

and in determining what exactly motivates a particular employee to then to focus on those particular 

needs to keep him motivated in the workplace. 

7.3.1 Narrative discussions 

The positive response of the respondents to participate in this research study was probably due to the 

personal interest of the respondents and the fact that they were identifiedlacknowledged as being 

successful top performers. Interviews were short (30 minutes) and conducted during working hours and 

time would therefore not have been an attendance constraint. 

The respondents were mostly familiar with the interviewer and that could have had a bearing on 

responses depending on the tmst relationship that has already been established. Perceptions on either 

side could also have affected responses and interpretations. As mentioned earlier. some interviews were 

conducted in the office of the researcher and some interviews were conducted in the offices of the 

respondents. The specific location might have impacted on the responses that were given. Respondents 

might have felt more comfortable and relaxed when they were on their own turf and this might have 

impacted on the information that they shared or even on their willingness to share information. 

They shared their life-stories, or at least part of it, and used their own words to say what they thought 

contributed to their motivation and demotivation in general and specifically in the workplace. Marshall and 

Rossman (1995:87) suggest that the narrative researcher should bear in mind that the subject (or 

respondent in this instance) remembers selectively, focuses on certain aspects of experience only. re- 

interprets events and includes his own ideas in his stories. It is also very important to bear in mind that 

the written word does not represent lived experiences or reflections, and the narrative discussions should 

be interpreted accordingly. 

The exact words that the employees used may also reflect their focus. A word count was done to try to 

determine if there were any significant use of the words motivation and demotivation during the narrative 

discussions. It is evident from the overall word count that different forms of the word motivation (used 101 

times) are used much more often than those of demotivation (used 63 times). This may be an indication 

of the frame of mind or attitude of these so-called successful employees or respondents. 



7.3.2 Motivation theories 

Dierent motivation theories were also explored because they focused on different factors that impacted 

on motivation in the workplace. According to Luthans (1998:180), Adams's Equity Theory (see 4.3.5) was 

an important theory with regard to work-related motivation where employees compared their inputs and 

resulting outcomes with those of other employees in similar situations in the workplace. Kreitner and 

Kinicki (1995:176) confirm that research indicated that, if individuals were treated fairly, it contributed to 

work satisfaction, organisational commitment, lower absenteeism and lower turnover. The author would 

like to add to these findings that the mentioned contributions would be made even if the individuals only 

experienced or interpreted that they were treated fairly, as it became evident from the findings in this 

research study. The Attribution Theory (see 4.3.6) and Adams's Equity Theory (see 4.3.5) are the most 

important contemporary theories regarding motivation according to Luthans (1998:180). The former 

theory focuses more on the relationship between personal perceptions and interpersonal behaviour than 

on individual motivation weiner, 1972:313). This could directly be linked to perceived realities, as 

discussed earlier. 

7.3.3 Research findings that support and add to this research study 

Maehr and Braskamp (1986:96-98) conducted interviews and found that high achievers were very 

confident of their own ability and also very goal-orientated. They also concluded that business people, 

scientists and other professionals had a great deal in common in this regard. Virtually all achievers in their 

research study had 'large egos" and self-confidence. They all set their own personal standards, which 

exceeded the norm. These successful employees enjoyed challenges, new events and taking risks. They 

were future-orientated and in search of new opportunities and demonstrated high levels of energy. Many 

of these factors were also mentioned by the employees who participated in this research study (see 

Chapter 6), specifically with regard to some or other goal-orientation and a belief in themselves, and that 

they were in control of their own motivation and success. Most of them also set their own standards and 

enjoy the challenges and changes. which are inherently part of a research and development environment. 

The SHL Motivation Questionnaire results (see Annexure F) support some of these findings and are 

referred to again in 7.3.6. Some other interesting findings that could be linked to this research study are 

mentioned below. 

A study by Rotter and Mulry (1965) confirms stronger motivation of internally controlled individuals 

regarding achievement It has also been determined that lnternal Controls (as they refer to them) value 

reinforcemenffacknowledgement for skills much more than for chance. Rotter (1966) refers to the 

relationship between achievement motivation and locus of control (see 4.6) and says that people who 

have a high need for achievement will, to some extent. believe in their own ability to influence the 

outcome of their actions. He indicates that this relationship was probably not linear, in other words. the 

need for achievement and internallocus of control (see 4.6.1) are not necessarily equally high. A study by 

Efran (1963) gives an indirect indication of the relationship between striving for achievement and lnternal- 

External Control. He studied the need to forget failure versus successes in high school children. lnternal 



Controls showed the tendency to forget failures. External Controls showed a smaller need to forget, 

because they accepted external factors for failures and successes. Internal-External Locus of Control 

studies also predominantly indicate that there is a correlation between internal locus of control (see 4.6.1) 

and high academic achievement, according to Maloney (1978). 

Durand (1975) cited studies that indicate a negative correlation between the need for achievement and 

external locus of control (see 4.6.2). A study conducted by Durand on Black entrepreneurs who were 

subject to motivation training reveals that external locus of control (see 4.6.2) decreased and 

achievement motivation increased after the training. Erwee's studies (Erwee & Pottas, 198126) found 

that in training programmes focused on improving achievement motivation (for example for 

entrepreneurs) special attention should be given to interventions influencing and enhancing the locus of 

control beliefs of a person. 

The Bialer Locus of Control Questionnaire (developed by James. 1957) was used in a number of 

scientific studies and revealed the following with regard to cultural differences: 

(1) In one such a study that was conducted, it was concluded that middle-class children, 

in general, were significantly more internally controlled than lower-class children were. 

(2) Lower-class African-Americans with high IQ's were more externally controled than 

middle-class Whites with lower IQ's. It may well be that brighter. lower-class African- 

Americans may develop 'extreme attitudes as a defense reaction to perceived 

reduced choices of cultural or material rewards" (Rotter W, 1972:410). 

Other related studies indicate that there is a definite indication that lower socio-economic level groups are 

more externally controlled. A study conducted in America by Graves (1961) indicated that Ute Indians 

were externally controlled, Spanish-Americans were in the middle and Whites were more internally 

controlled. This had a cultural implication, since Spanish-Americans were financially more deprived than 

the lndians were. Another American study by Battle and Rotter (1963) indicates that low-socio- 

economical-level African-Americans were highly externally controlled and middle-class African-Americans 

and Whites of low or middle-class were internally controlled (Rotter W, 1972292). It does not give an 

indication of low-so&-economical Whites. 

According to Erwee (Erwee & Pottas, 1981:7-Q), achievement motivation research could lead to 

confusion, because of the following reasons: 

(1) researchers come from different theoretical backgrounds, 

(2) motivation in general is often confused with achievement motivation, 

(3) many different instruments are used to measure achievement motivation, and 

(4) highly selected populations are used to gather data, for example, universitylcollege 

students and levels of achievement motivation vary for different countries and also for 

different ethnic groups within these countries. 



It is very important to bear these issues in mind in the interpretation of the findings of this research study. 

7.3.4 Postmodernism applied in the industry 

Postmodemism focuses on 'difference and plurali ty... and diversity", according to Wagner (1994:179). 

This implies that postmodernist perspectives also allow for, and incorporate modemist perspectives. The 

focus of the narrative discussions and interpretations in this research study are mainly postmodernist in 

nature. 

The narrative discussions posed an opportunity to approach the life-stories of the respondents from a 

postmodernist point of view. This would mean that people probably live, interpret and explain their lives 

according to unique and different realities. In other words, different things would motivate different 

respondents to perform. Any organisation could benefit from this perspective on motivation if one could 

determine what would motivate less motivated and less productive employees. Organisations would 

probably benefit from this approach U the culture of origin of the individual employees were considered 

when recruiting, motivating or developing them, without discriminating against anyone on this basis or 

invasion of privacy. It became evident from the narrative discussions that the culture of origin of most 

respondents definitely impacted somehow on how they constructed and interpreted their realities 

concerning motivation in the workplace. 

The author would like to add to what Mol (1988:18-20) suggests when he concludes that the 'key to 

improving South Africa's poor labour productivity does not lie initially with the labour force. It lies with the 

managers who supervise that labour force". From the narrative discussions it became evident that the 

respondents in this research study were both productive and motivated as a result of both internal and 

external (line managers for example) factors. Their culture of origin affected their construction of reality 

with reference to motivation. In other words, the way in which they interpreted their lived experiences 

impacted on their motivation (and productivity) and not only input from their line managers. 

Hingar (1977:lQ) implied that managers should focus on intrinsic rather than extrinsic factors to motivate 

personnel. It became evident from the narrative discussions (see Case Studies I 1  and 13 in Chapter 6, 

for example) and the motivation questionnaires (see Case Studies 11 and 13 in Annexure F, for 

example) in this research study that this would not be relevant for some of these respondents. Some of 

them were also motivated by external (extrinsic) factors as mentioned earlier and the author would like to 

suggest that managers should therefore also focus on external factors to keep employees motivated. It is 

therefore important, however, to determine which external andlor internal factors motivate a particular 

employee and to focus on that. 

It should be borne in mind that realities could be re-constructed (life-stories rewritten) as mentioned 

earlier. This is especially important when an industrylorganisation wants to assist less motivated 

employees to construct new realities with regard to motivation (or other relevant issues). Realities are 

created, shared and changed through language. If employees (and companies) understand that 



meanings are not 'carved in stone" they would feel free to explore, experiment and discover their own 

meanings, according to Efran (1990:53). They could even stumble upon meanings that are more in 

touch with their own beliefs and feelings than previous ones that were written into the 'templates" of their 

life-stories. 

7.3.5 The researcher 

Second-order cybernetics or social constructivism (see 3.4) holds that a system could never be analysed 

or perceived objectively from the outside. Whenever one bies to do so, one will become part of that 

system. This was also true for the researcher's efforts to interpret and understand the perceived realities 

of the mentioned respondents. The researcher's own unique construction of reality and the language and 

meaning resulting from this might have impacted on the way in which the life-stories of these respondents 

were interpreted and reflected. In tum, the observations made by the observer (researcher) say 

something about the observer and reflects his construction of reality, amrding to Von Foerster 

(1984:288). Von Glasersfeld (1987:30) holds that knowledge is always constrained by prior constructions. 

The researcher is (and should always be) constantly aware of his own life-story and the impact that it may 

have on discussions and the eventual interpretation thereof. 

7.3.6 The SHL Motivation Questionnaires 

The results from the SHL Motivation Questionnaire (quantitative research), that have been included as 

Annexure F, confirm that the most significant work-related motivational factor is Energy and Dynamism. 

specifically with reference to the dimension of Achievement that motivates 95% of the respondents. The 

Achievement dimension concerns the extent to which people are motivated by being given challenging 

and stretched targets and overcoming difficulties. The Competition dimension within this factor, which 

concerns the extent to what people are motivated by the knowledge that they are working in a competitive 

environment, motivates 65 % of the respondents. F ' i  five percent of the respondents are motivated by 

the Level of Activity dimension. where the extent to which people are motivated are determined by having 

to work under pressure and accomplish a great deal within a rapid time frame. 

The SHL Motivation Questionnaire report for Case Study 11 clearly indicates that this respondent is 

motivated by external factors. This has also been confirmed in the narrative discussion of Cast Study 11 

in Chapter 6. This supports what have been said in this chapter about there being different motivational 

needs for different people and also about the impact of internal andlor external locus of control on 

motivation. The reader can also refer to the other SHL Motivation Questionnaire reports in Annexure F 

for quantitatively measured information regarding specific factors that intrinsically andlor extrinsically 

motivated the respondents. In general it can be claimed that this research study found that the qualitative 

research is supported by the quantitative findings. as highlighted by the examples mentioned in this 

chapter. 



7.4 Recommendations 

The researcher wants to suggest that more possibilities and methods are explored regarding the co- 

construction andlor re-construction of altered or even new realities with reference to motivation (and 

success) for less motivated (and less successful) employees in the workplace. It is, however, extremely 

important to be careful when doing research not to reduce 'reality" only to words, language, 

interpretations or perceptions because that might impoverish and pauperise it. Hambidge (1995:82) 

warns that postmodernist meanings should be approached responsibly because they could be very 

relative and could imply that 'anything goes". 

The magnitude of this research study is such that it only allows for an overall or general comparison 

between the qualitative (narrative discussions) and quantitative (motivation questionnaire) findings and 

limited examples with reference to specific comparisons. A detailed comparison between each individual 

narrative discussion and its related motivation questionnaire report could be explored further in future 

research. 

7.5 Chapter conclusion 

This chapter incorporates all the relevant theories, perspectives and findings that are relevant and 

applicable to this specific research study. The recommendations made by the researcher also open up 

new opportunities in the continuous search for answers to come to an understanding of the world we live 

in and individually constructed realities according to which people experience, interpret and live in it. 

It is imperative to always bear in mind that a research study about human behaviour and the 

interpretation thereof should be handled responsibly, as Birch and Veroff (1966:84) suggests, '...the 

experimenter or the student should not be lured into applying simple analogies directly to complicated 

human action". 
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ANNEXURE A 

FROM: HR Professional 

TO: Acting General Manager 

DATE: 19 October 2000 

PERMISSION TO CONDUCT RESEARCH FOR STUDY PURPOSES 

I herewith wish to request permission to officially involve a sample of high performers within this Division 

to conduct a research study for my MAdissertation. 

The research is intended to determine what impact individual construction of reality has on the motivation 

of a successful employee in a research and development environment. Employees will be identified 

electronically according to merit appraisals and promotions and the information will be handled as strictly 

confidential. 

If permission is granted to continue with the research study, employees will also be requested to 

participate voluntarily. Opinions and perceptions will be explored by means of individual interviews and a 

motivational questionnaire. 

The findings of this research study will be made available to both the employees and the company for 

future reference purposes. 

IRENE STEYNBERG 

Recommended: Date: 

HR MANAGER 

Approved: Date: 

ACTING GENERAL MANAGER 



ANNEXURE B 

RESEARCH STUDIES 

My office 

Subject: 

Locatlon: 

Start: 

End: 

Show Time As: Tentative 

Recurrence: (none) 

Meeting Status: Meeting organiser 

Required Attendees: Steynberg, Irene (JDI) 

I am currently busy with my Master's degree in Counselling and I would sincerely appreciate your input. 

Please see the attached memo (Annexure A) which has been approved and permits me to conduct 

these studies. 

My dissertation investigates successful-employees within a research and development environment and 

what motivates them. With your consent I would like to have a short informal and confidential discussion 

with you in this regard. You will have access to the research findings afterwards. 

Thanks for considering the possibility. 

Regards, 

lrene 

[Attachement = Annexure A] 



ANNEXURE C 

Irene 

Steynberg 

SHL Suid Afrika 

Geagte 

GEBRUIK VAN SHL-VRAELYS VIR MAGISTER-STUDIEDOELEINDES 

Hierrnee vra ek goedkeuring om die SHL Motivational Questionnaire aan te wend vir studiedoeleindes, 

soos met u bespreek. 

Ek is tans besig met my 2de jaar MA in Narratiewe Berading aan die PU vir CHO (Vaaldriehoekkarnpus). 

Die titel van my skripsie is: "'n Ondersoek na hoe konstwksie van realiteit motivering in die industrie 

bei'nvloed: 'n narratiewe fokus". 

Die SHL Motivational Questionnaire behoort baie goeie ondersteuning te bied vir die kwalitatiewe 

navorsing wat ek wil doen. Ek sal ook 'n afskrif van my voltooide skripsie vir u laat kry vir u rekords. 

Baie dankie by voorbaat. 

IRENE STEYNBERG 



From: 

Sent: 

To: 

Subject: 

Steynberg, lrene (JDI) 

MOTIVATIONAL QUESTIONNAIRE 

Thank you very much once again for being prepared to support me with my research studies. 

The Motivational Questionnaire will only take 25 minutes of your time. I have scheduled an hour for each 

test to give you enough time if you perhaps need more time. I will also give you a printed report 

afterwards of what motivates/demotivates you in the workplace. 

Please select one of the dates and times below AND LET ME KNOW WHICH DATE AND TlME SUIT 

YOU BEST. Unfortunately I cannot book you in this manner via the Outlook Calendar. 

SESSION NO. DATE TIME VENUE 

Regards, 

lrene 



ANNEXURE E 

Do you see the cow looking at YOU?? 



SHL MOTIVATION QUESTIONNAIRE REPORTS 

The SHL Motivation Questionnaire reports for the respondents who were involved in this research study 

are included in Annexure F. These reports may be compared to the individual narrative discussions 

(Case Studies) in Chapter 6. Case Study 1 in this annexure is also Case Study 1 in Chapter 6 and so 

forth. 

For easy reference refer to the Table of Contents (6.3) for page numbers of relevant Case Studies in 

Chapter 6. 



CASE STUDY 1 
2 January. 2001 

MQ.M5 

Automated 
# Narrative 

Report 

otivation Profile 

CASE STUDY 1 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

Q SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 

Expert version 1 . 3 ~  MQ Pack v1.3 



El- 
CASE STUDY l 
2 January, 2001 

MQ.M5 

The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 1's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on his motivation. The graph is a 
representation of the profile of Case Study 1 on the Motivation Q~eSt io~ai re .  Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 1's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Competition with others is a strong source of motivational energy for Case Study 1 and the drive 
to outperform others is likely to spur him to greater effort. Case Study 1 responds well to 
stretching targets and challenges. The need to overcome difficulties could well increase his 
investment of motivational energy in a task. 
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CASE STUDY 1 
2 January, 2001 

MQ.M5 

Situations with considerable im 
Case Study 1's Motivation 

Motivators I Demotivators 

Competition I Little opportunity to compare his 
performance with that of others 

Commercial activity, Creating wealth I Working to noncommercial objectives 

Being accorded respect befitting his I Lack of respect or appropriate status 
position differentiation 

Acknowledgement and praise for his 
achievements 

Secure and pleasant conditions 

Good level of pay and benefits 

Prospects for career advancement 

Expert version 1 . 3 ~  

Lack of recognition, 
Work and effort unnoticed 

Job insecurity or discomfort conditions 

Modest or unfair remuneration 

Slow progression, 
Unfair promotion decisions 
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CASE STUDY 1 
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Situations with moderate impact on 
Case Study 1% Motivation 

I Motivators I Dernotivators I 
- 

Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets 

Responsibility, Influence, Authority 

I Clear systems and work structures I Ambiguous unstructured environment I 

Being bypassed in decision making 

Time for outside activities and home life 

Meeting people, Helping others 

High ethical and work standards 

Opportunities for personal growth 

Stimulating and varied or creative work 

I Control of his own approach to work I 

Excessive demands on his time 

Conflict, Isolation from other people 

Cutting corners, Immoral decisions 

No opportunities to learn 

Very routine or boring work 

Very close supewision, 
Lack of autonomy I 
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- 

Situations with little or n 
Case Study 1's Motivati 

Pressure of work, Deadlines, Bustling or calm environment. 

Prospect of failure. 

The data in this report is based upon the following Sten scores: 
E1=5, E2=5, E3=8, E4=5, E5=4, E6=5, E7=8, S1=5, S2=10, S3=5, S4=8, S5=3, I1=4, 
I2=5, I3=4, X1=10, X2=7, X3=8 

Expert version 1 . 3 ~  F-12 MQ Pack v1.3 



CASE STUDY 1 
2 January, 2001 

MQ.M5 

REPORT COMMENTARY 

'his rcport was generated using the SHL Human Resame Management System. The use of this questionmix is limited to tho= pcople who have neeived specialist mining in 

ts use and interpretation. The rcport herein is generated from the results o fa  questionnaire answncd by the respondat@) aod substantially reflects the answclr made by them 
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SHL is a trademark of SHL Group pic registered In the UK and in other countries. 
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hnp://www.shlgmup.com - Email: info@hlgmup.mm 
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SHL is a trademark of SHL Group plc registered in the UK and in other countries. 

Expert version 1 . 3 ~  MQ Pack v1.3 



CASE STUDY 2 
2 January, 2001 

MQ.M5 

The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 2's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on his motivation. The graph is a 
representation of the profile of Case Study 2 on the Motivation QUeSti~~aire.  Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 2's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Case Study 2 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase his investment of motivational energy in a task. Competition 
with others is also sometimes a source of energy and he is likely to be more energised in a 
competitive environment. 
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Situations with considerable impact on 
2's Motivation 

I Motivators I Demotivators I 

I Work which is beneficial to society I Pressure to cut corners, 
Unethical decisions I 

I Secure and pleasant conditions I Job insecurity or discomfort conditions I 
I Control of his own approach to work I Close supervision, Lack of autonomy I 
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Situations with moderate impact on 
Case Study 2's Motivation 

I Motivators I Demotivators I 

I Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets I 

I Recognition, Praise for achievements I 

Competitive atmosphere 

Prospect of failure 

Time for outside activities and home life 

Good work or effort unnoticed1 

No scope to compare performance or 
compete with others 

Excessive demands on his time 

I Good prospects for career advancement 

Opportunities for personal growth 

Stimulating and varied or creative work 

Good level of pay and benefits 

Unfair promotion decisions, 
No prospects I 

- -- 

No opportunities to learn 

Very routine or boring work 

Unfair remuneration decisions 

I Being accorded respect for his position Lack of respect or inappropriate 
treatment from others I 
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Situations with little or no impact on 
Case Study 2's Motivation 

I Pressure of work, Deadlines, Bustling or calm environment. I 
Level of responsibility, Involvement in decision making. 

Commercial or noncommercial objectives. 

Contact with other people at work. 

I Degree of structure in tasks. I 

The data in this report is based upon the following Sten scores: 
gfp&&&4&~E4=7, E5=3, E 6 4 ,  E7=4,$24g3, S2=3, S3=7, S4=8&j=&&fA,.3 
I2=6, I3=7, X1=7, X 2 4 ,  X3=5 
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&is nport was generated using the SHL Hvman Rm- Managunmt System The use of this questionnaire is limited to those people who have rcceivcd specialist mining in 

ts use and interpntation. The n p o ~  herein is gm& from the results of a questionnaire answered by the respondent@) and substantially reflects the answm made by thw 

h e  consideration musl be given to the subjective natun of questionnaire-based ratings in the intupretation of this data. This wrt has been generated clcetronically - the user 

,f the softwan fan & ammdmmts and additions to the text of the nporl. SHL Group plc and its associated companies cannot guarantee that the contents of this rrporl are 

he unchanged output of the computer system. We cdn acwpt no liability for the wnscqumccs of the use of this nport and this ucludes liability of every kind (including 

legligence) for its contents. This rcporl ia confidential and should not be published in any way - we cannot aceept any liability if it is. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 

Conuct Dwils: Saville & Holdsworth (UK) Ltd - Tel: +44 181 398 4170 -Fax: +44 181 398 9544 

http://w.shlgroup.mm - Email: info@shlgroup.com 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work The results provide an indication of the 
sources and amount of Case Study 3's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on his motivation. The graph is a 
representation of the profile of Case Study 3 on the Motivation Questionnaire. Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 3's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Case Study 3 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase his investment of motivational energy in a task. Pressure of work 
and tight deadlines are additional factors which tend to increase his drive. 
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Situations with conside 

1 Motivators 1 Demotivators 1 

I Acknowledgement and praise for his I Lack of recognition, 
achievements Work and effort unnoticed I 

( Secure and pleasant conditions ( Job insecurity or discomfort conditions ( 
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Situations with moderate impact on 
Case Study J's Motivation 

Motivators I Dernotivators 

Tight deadlines, 
Working under pressure 

Leisurely pace of work, 
Lack of pressure 

Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets 

Time for outside activities and home life 1 Excessive demands on his time 

Commercial activitv. Creating wealth I No em~hasis on cash value of work 

Meeting people, Helping others 

High ethical and work standards 

Conflict, Isolation from other people 

Cutting corners, Immoral decisions 

Opportunities for personal growth 

Control of his own approach to work I 

No opportunities to learn 

Stimulating and varied or creative work 

Clear systems and work structures 

Very close supervision, 
Lack of autonomy 

Very routine or boring work 

Ambiguous unstructured environment 

Good level of pay and benefits I Unfair remuneration decisions 

Good prospects for career advancement Unfair promotion decisions, 
No prospects 
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Situations with little or no impact on 
Case Study 3's Motivation 

J 

Competition with others. 

Prospect of failure. 

Level of responsibility, Involvement in decision making. 

Respect for status and position. 

The data in this report is based upon the following Sten scores: 
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REPORT COMMENTARY 

5 s  repon was generated wing the SHL H u m  Rcsaurcc Management System. The use of ibis questionnaire is limited to those people who have rscived spsialist training in 

ts use and intnpntstion. The repo~ hcnin is -ted fmm the -Its of a questionnaire answcrcd by the rcspondmt@) and substantially rcilccis the anawcrs made by them 

he considnation must be given to the subjective n a b  of queslionnairc-bas4 ratings in the intcrpmation of this data This rrpozi has bem gmcrated clsctronicslly - the user 

4f the sohare can make ammdments and additions to the text of Ulc q r t  SHL Gmup plc and its associated wmpanics fannot guarantee h t  the contents of this report are 

he unchanged output of the computer system We can scccpt no liability for the ~nscquacw,  of the uac of this npoR and this excludes liability of every kind (including 

~egligence) for its contents. This report is canfidmtial and should not be published in any way - we fannot accept any liability if it is. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 4's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on her motivation. The graph is a 
representation of the profile of Case Study 4 on the Motivation Questionnaire. Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 4's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Case Study 4 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase her investment of motivational energy in a task. 

Expert version 1 . 3 ~  MQ Pack v1.3 



Level of Activity 

Achievement 

Competition 

Fear of Failure 

Commercial Outlook 

Affiliation 

Recognition 

Personal Principles 

Ease and Security 

Personal Growth 

Interest 

Material Reward 

Proaression 

Status 



CASE STUDY 4 
2 January, 2001 
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Situations with considerable impact on 
Case Study 4's Motivation I 

Motivators 1 Demotivators 

- - -- 

Secure and pleasant conditions r ~ o b  insecurit[or discomfort conditions 

Time for outside activities 

Work which is beneficial to society 

Clear systems and work structures, I Unstructured environment, 
Firm guidelines Set procedures ignored 

Work intruding into her home life 

Pressure to cut corners, 
Unethical decisions 

Control of her own approach to work I Close supervision, Lack of autonomy 

Good level of pay and benefits I Modest or unfair remuneration 
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CASE STUDY 4 
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MQ.M5 

Situations with moderate impact on 
Case Study 4's Motivation 

1 Motivators 1 Demotivators I 

I Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets I 

I I Prospect of failure I 
I Recognition, Praise for achievements I Good work or effort unnoticed I 

Expert version 1 . 3 ~  

Opportunities for personal growth 

Stimulating and varied or creative work 

Good prospects for career advancement 

z 

MQ Pack v1.3 

No opportunities to learn 

Very routine or boring work 

Unfair promotion decisions, 
No prospects 

- 
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Situations with little or no impact on 
Case Study 4's Motivation I 

Pressure of work, Deadlines, Bustling or calm environment. 
- 

Competition with others. 

I Level of responsibility, Involvement in decision making. I 
I Commercial or non-commercial objectives. I 
I Contact with other people at work. I 
I Res~ect for status and oosition. I 

The data in this report is based upon the following Sten scores: 
gf$&&j&+& E4=3, E5=l, E6=l, E7=5,@Q33, S2=3, S3=8, S4=9+&&&d,,3 
I2=2, I3=8, x1=9, X2=5, X3=2 
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Pis report war gcnmted using the SHL Human R e s o w  Management System The use of this questiommin is limited to those people who have rcccived specialist training in 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 5's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on his motivation. The graph is a 
representation of the profile of Case Study 5 on the Motivation Questionnaire. Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 5's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Case Study 5 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase his investment of motivational energy in a task. Competition 
with others is also sometimes a source of energy and he is likely to be more energised in a 
competitive environment. 
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( Motivators I Demotivators ( 

IcontGl of his own approach to work I Close supervision, Lack of autonomy I 

Time for outside activities 

Acknowledgement and praise for his 
achievements 

I Prospects for career advancement I Slow progression, 
Unfair promotion decisions I 

Work intruding into his home life 

Lack of recognition, 
Work and effort unnoticed 
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CASE STUDY 5 
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MQ.M5 

Situations with moderate impact on 
Case Study 5's Motivation 

I Motivators I Dernotivators I 

I Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets I 

Competitive atmosphere I - I No scope to compare performance or 
compete with others I 

I I Prospect of failure ( 
I High ethical and work standards 1 Cutting corners, Immoral decisions I 
I Secure or congenial conditions I Insecurity or discomfort I 

Opportunities for personal growth No opportunities to learn 

Stimulating and varied or creative work 

I Good level of pay and benefits I Unfair remuneration decisions I 

Very routine or boring work 

Clear systems and work structures 
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Situations with little or 
Case Study 5's Motivat 

I Pressure of work, Deadlines, Bustling or calm environment. I 
I Level of responsibility, Involvement in decision making. I 
I Commercial or noncommercial objectives. I 
I Contact with other people at work. I 
I Respect for status and position. I 

The data in this report is based upon the following Sten scores: 
&&&~&3&E44, E5=3, E6=2, E 7 = 5 , m ,  S2=7, S 3 4 ,  S4=6-&+,,3 
124, I3=8, X 1 4 ,  X2=8, X 3 4  
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CASE STUDY 6 
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2 January, 2001 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

@ SHL Group plc. 1998. All Rights Resewed. 

SHL is a tradernarlc of SHL Group plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 6's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on her motivation. The graph is a 
representation of the profile of Case Study 6 on the Motivation Questionnaire. Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 6's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

working to achieve challenging targets is a driving force for Case Study 6. She is energised by 
demanding objectives and the need to overcome difficulties. Competition is also sometimes a 
source of energy for Case Study 6 and she is likely to respond well to a competitive 
environment. 
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ituations with iderable impact on 

I Motivators I Dernotivators 

Challenging targets, 
Overcoming difficulties 

Easy objectives, 
Undemanding work 

Commercial activity, Creating wealth 

I Scope for personal growth I Few opportunities to learn 

Working to non-commercial objectives 

Acknowledgement and praise for her 
achievements 

Work which is beneficial to society 

Secure and pleasant conditions 

1 Good level of pay and benefits I Modest or unfair remuneration 

Lack of recognition, 
Work and effort unnoticed 

Pressure to cut corners, 
Unethical decisions 

Job insecurity or discomfort conditions 

I Prospects for career advancement I Slow progression, 
Unfair promotion decisions 
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Situations with moderate impact on 
Case Study 6's Motivation 

1 Motivators 1 Demotivators 

Competitive atmosphere No scope to compare performance or 
compete with others 

Responsibility, Influence, Authority 

I Control of her own approach to work I 

Being bypassed in decision making 

Meeting people, Helping others 

Stimulating and varied or creative work 

Clear systems and work structures 
- 

Very close supewision, 
Lack of autonomy 

Conflict, Isolation from other people 

Very routine or boring work 

Ambiguous unstructured environment 

I Being accorded respect for her position Lack of respect or inappropriate 
treatment from others 
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Situations with little or no impact on 
Case Study 6's Motivation I 

I Pressure of work, Deadlines, Bustling or calm environment. I 
I Prospect of failure. I 

Level of involvement in work. need for overtime. 

The data in this report is based upon the following Sten scores: 
E 1 4 ,  E2=7, E3=7, E4=5, E5=6, E6=6, E7=8, S 1 4 ,  S2=8, S3=8, S4=9, S5=9,11=4, 
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REPORT COMMENTARY 

Ibis report was generated using the SHL Human Rcsoune Management System The use of this questionnaire is limited to those people who have reccived specialist Wining in 

ts use and interpntation. The npart hcnin is gmcratcd from the results of a questionnaire answered by the respondmqs) and substantially reflects the answers made by them 

h e  consideration must be given to the subjective nature of questionnaire-bared mtings in the intapmation of this data This npart has bcm gmmtcd electronically - the user 

,f the software can make amendmmts and additions to the text of the report. SHL Group plc and its associated companies cannot guarant~ that the contents of this report are 

he unchanged output of the computer system We can -t no liability for the conscqumas of the use of this npart and this excludes liability of every kind (including 

legligmcc) for its contents. This npat is confidential and should not be published in any way - we cannot aeeept any liability if it is. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 

Contact Detailc Savillc & Haldsworth (UK) Ltd - Tcl. +44 181 398 4170 -Fax: +44 181 398 9544 

hnp://w.shlpup.com - Email: info@shlgroup.com 

Also: M H m  ~ W M  LM (UKA SHL AspmmC, SHL A u s d i q  SHL Eklgivm SHL C h &  SHL China Scarth Ltd, SHL Dclunu4 SHL Finland, SHL Fnnce, SHL Gmnany, SHL 

Gr-c, SHL Hong Kon& SHL H u n m ,  SHL Indoncplq SHL I l s h d  SHL Itsly, SHLInnniu, SHL 1- SHL Korsl. SHL usxiso, SHL Nsthdmd., SHLNcu Zsaland SSH Noway, 

SHL Pohd, SHL Pomgal, SHL R w i a ,  SHL Saudi Ambia, SHL Singapore. SHL South Africa, SHL Spin, SHL Surden, SHL Turkey, SHL IJK, SHL USA. 
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This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

@ SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Gmup plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 7's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on her motivation. The graph is a 
representation of the profile of Case Study 7 on the Motivation Questionnaire. Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 7's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Case Study 7 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase her investment of motivational energy in a task. Competition 
with others is also sometimes a source of energy and she is likely to be more energised in a 
competitive environment. Pressure of work and tight deadlines are additional factors which tend 
to increase her drive. 
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Situations with considerable impact on 
Case Study 7's Motivation 

I Motivators 1 Demotivators 1 
Challenging targets, 
Overcoming difficulties 

Acknowledgement and praise for her 
achievements 

I Scope for personal growth 1 Few ovvortunities to learn I 

Easy objectives, 
Undemanding work 

Lack of recognition, 
Work and effort unnoticed 

Work which is beneficial to society 

Expert version 1 . 3 ~  

Pressure to cut corners, 
Unethical decisions 
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Situations with moderate impact on 
Case Study 7's Motivation 

Motivators I Dernotivators 

Tight deadlines, I 
- - - - 

Leisurely pace of work, 
Workinn under pressure I Lack of ~ressure 

Commercial activity, Creating wealth I No emphasis on cash value of work 

Competitive atmosphere 

Responsibility, Influence, Authority 

Meeting people, Helping others 1 Conflict, Isolation from other people 

No scope to compare performance or 
compete with others 

Prospect of failure 

Being bypassed in decision making 

Secure or congenial conditions I Insecurity or discomfort 

Stimulating and varied or creative work I Very routine or boring work 

Clear systems and work structures 1 Ambiguous unstructured environment 

Expert version 1 . 3 ~  

Control of her own approach to work 

Good prospects for career advancement 

MQ Pack v1.3 

Very close supervision, 
Lack of autonomy 

Unfair promotion decisions, 
No prospects 
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Situations with little or no impact on 

I Level of involvement in work, need for overtime. I 
Generosity of financial benefits. 

Respect for status and position. 

The data in this report is based upon the following Sten scores: 
E1=6, E2=6, E3=7, E 4 4 ,  E 5 4 ,  E6=6, E7=7, S 1 4 ,  S2=7, S3=8, S4=7, S5=8, I1=3, 

X1=3 X2=5, X3=3 
E$rf%%~on 1 . 3 ~  F-54 MQ Pack v1.3 
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MOM5 

REPORT COMMENTARY 

his npofi was generated using the SHL Human Resource Manag-t System The use ofthis questionnaire is limited to those -lc who have received speeiatist traming in 

ts use and interpretation. The report herein is garrated from the results of a 9yestiomain answcrcd by the rrspondent(s) and substantially reflects the m e n  made by then  

h e  consideration must be @en to the subjective nature of qucstionnaiwbascd ratings in the intqmmion of this daQ This repal has b c a  garrated clcchunically - the user 

tithe software can make amadmats  and additions to the text ofthe rcpoc SHL Group plc and its associated companies cannot guarantee that the contmts of this rcport are 

he unchanged output of the computer system We can accept no liability for the conqucnces of the use of this npon and this excludes liability of wcry kind (including 

egligencc) for its contmts. This rcport is confidatid and should not be published in any way - we cannot accept any liability if it is. 

SHL is a trademark of SHL Group pic registered in the UK and in other countries. 

Contacl Details: Saville & Holdswonh (UK) Ltd - Tcl: +44 181 398 4170 -Fax: +44 181 398 9544 

http:/lm.shlgmup.cm - Email: info@shlgmup.com 

Also: Park H u m  R s s ~ w  Ltd (UK). SHL ASpmTrrc. SHL Ausbali% SHL Belgium SHL C.nnd., SHL ChiM S m h  Lt4 SHL Dean& SHL F i h d .  SHL F-, SHL Gsmsny, SHL 

Grecc. SHL Hang Konk SHL Hmw,  SHL lndonCni1. SHL Man4 SHL Italy, SHL Imuica, SHL Japm SHL K- SHL Mexiso, SHL NcthcrImdr, SHL New Zulm4 S H L N m y ,  

SHL Pold ,  SHL Portugal, SHL R w i a ,  SHL Saudi Anbra, SHL Sin-. SHL South Afn'ca, SHL S p a  SHL S&, SHL Turkey, SHL UK. SHL USA. 
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Report 

Motivation Profile 

CASE STUDY 8 

MQ.M5 

2 January, 2001 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

O SHL Group plc. 1998. All Rights Resewed. 

SHL is a trademark of SHL Gmup plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 8's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on her motivation. The graph is a 
representation of the profile of Case Study 8 on the Motivation Questionnaire. Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 8's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Working to achieve challenging targets is a driving force for Case Study 8. She is energised by 
demanding objectives and the need to overcome difficulties. Competition is also sometimes a 
source of energy for Case Study 8 and she is likely to respond well to a competitive 
environment. 
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I Motivators 1 Demotivators I 

I Challenging targets, 
Overcoming difficulties 

Easy objectives, 
Undemanding work I 

Influence, Authority, Power 

I Control of her own approach to work I Close supervision, Lack of autonomy I 

Lack of responsibility, 
No input in decision making 

Scope for personal growth 

Stimulating and varied or creative work 

Expert version 1 .3~ 

Few opportunities to learn 

Routine or uninteresting work 
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Situations with moderate impact on 
Case Study 8's Motivation I 

I Motivators I Dernotivators I 

-- 

r ~ e e t i n g  people, Helping others I Conflict, Isolation from other people I 

Competitive atmosphere 

Time for outside activities and home life 

Commercial activity, Creating wealth 

I Recognition, Praise for achievements I Good work or effort unnoticed I 

No scope to compare performance or 
compete with others 

Excessive demands on her time 

No emphasis on cash value of work 

/ High ethical and work standards I Cutting corners, Immoral decisions I 
I Fluid unstructured environment I Rule bound procedural organisation I 
I Good level of pay and benefits I Unfair remuneration decisions 1 

I Good prospects for career advancement Unfair promotion decisions, 
No prospects I I Being accorded respect for her position Lack of respect or inappropriate 

treatment from others I 
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Situations with little or no impact on 
Case Study 8's Motivation 

I Pressure of work, Deadlines, Bustling or calm environment. I 
I Prospect of failure. I 
I Job security and working conditions. I 

The data in this report is based upon the following Sten scores: 
E1=5, E2=7, E3=5, E4=6, E 5 4 ,  E6=4, E7=7, S1=5, S2=5, S3=6, S4=2, S5=9, I1=8, 
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REPORT COMMENTARY 

'his rcpo~t was generated using the SHL Human Resource Management Systnn The use of this questionnaire is limited to those p p l c  who have received specialist training in 

ts use and intnpretation. The report hcnin is generated horn the results of a questionnaire a n s w d  by the respandcnqs) and substantially reflects the answers made by them 

h e  wnsideration must be given to the subjective name of questioonairc-based ratings in the interpretation of this data This nport has been generated clcc!mnically - the w r  

sf the software can make amendments and additions to the text of the npatt SHL Gmup plc and its associated companies cannot guarantee that the contents of this report an 

he unchanged output of the computer system. We can aeccpt no liability for the comqvcnffis of the w of this repm and this excludes liability of every kind (including 

,cgligenffi) for its wntents. This report is wnfidential and should not be published in any way - we cannot accept any liability if it is. 

SHL is a trademark of SHL Group pic registered in the UK and in other countries. 

Contact DetaUs: Saville & Holdsworth (UK) Ltd - Tel: +44 181 398 4170 -Fax: +44 181 398 9544 

hnp://wwv.shlgmup.com - Wl: info@shlpoup.wrn 

Also: Pa* H m  R e p o m s  LId (UK). SHL -TIC+, SHL Ausdia ,  SHL Bsl*'um SHL Can* SHL China Surth Ltd, SHL Dmmark. SHL Finlyl4 SHL France, SHL Omnsny. SHL 

a, SHL Hong Kong SHL Hmguy. SHL Indonesia, SHL Ireland, SHL Itlly, SHL Inmaica, SHL Ispu~ SHL K- SHL Mcxim. SHLNcthcrlands, SHLNw 2 4 m d .  SHL Norway. 

SHL Poland, SHL Pntusal, SHL Russia, SHL Saudi Arabia, SHL S i  SHL South Africa, SHL S p W  SHL Sweden, SHL Turkey, SHL UK, SHL USA. 
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Report 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

0 SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 9's energy and drive as well as the factors in the work context 
which are likely to have a strong positive or negative impact on his motivation. The graph is a 
representation of the profile of Case Study 9 on the Motivation Questionnaire. Long bars 
indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 9's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Working to achieve challenging targets is a driving force for Case Study 9. He is energised by 
demanding objectives and the need to overcome difficulties. Competition with others is another - - 
strong source of motivation for Case Study 9 and the drive to ou$erform others is likely to spur 
him to greater effort. He needs to be constantly on the go and he thrives on pressure of work 
and tight deadlines. 
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Situations with conside 

Motivators 1 Demotivators 

Workino under Dressure at a fast Dace 1 Leisurelv Dace of work, No deadlines 

Influence, Authority, Power I Lack of responsibility, 
No input in decision making 

Challenging targets, 
Overcoming difficulties 

Competition 

Commercial activitv. Creatino wealth I Workina to noncommercial obiectives 

Moderate objectives, 
Undemanding work 

Little opportunity to compare his 
~erformance with that of others 

Work which is beneficial to society I 

Meeting people, Team work, 
Helping others 

Acknowledgement and praise for his 
achievements 

Pressure to cut corners, 
Unethical decisions 

Absent or poor relations with others 

Lack of recognition, 
Work and effort unnoticed 

Scope for personal growth I Few opportunities to learn 

Stimulating and varied or creative work I Routine or uninteresting work 

Control of his own approach to work I Close supervision, Lack of autonomy 

Good level of ~ a v  and benefits I 
Prospects for career advancement I 

Modest or unfair remuneration 

Slow progression, 
Unfair ~romotion decisions 
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Situations with moderate impact on 
Case Study 9's Motivation 

Motivators I Demotivators 

Prospect of failure 

Time for outside activities and home life 

Expert version 1 . 3 ~  

Excessive demands on his time 

Secure or congenial conditions 

Fluid unstructured environment 

Being accorded respect for his position 

MQ Pack v1.3 

Insecurity or discomfort 

Rule bound procedural organisation 

Lack of respect or inappropriate 
treatment from others 
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Situations with little or no 

I Case Study 9 does not describe any areas as being less I 
I than moderately motivating or demotivating for him. I 

The data in this report is based upon the following Sten scores: 
E1=9, E2=8, E3=8, E4=7, E5=8, E6=5, E7=8, S1=8, S2=8, S3=8, S4=7, S5=7, I1=8, 
I2=10, I3=9, X1=9, X2=9, X3=7 
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REPORT COMMENTARY 

his report was gmmted using the SHL Hvman Rcwurcc M a n a g m t  System The use of this questionnaire is limited to those people who have received specialist training in 

s use and intapmation. The npon hcrcin is generated from the results of a questionnaire answered by the respondcnt(s) and substentially reflects the answcn made by them. 

lue consideration must be given to the subjective nahnr of qucstiomnin-based ratings in the interpretation of this data. This Tcpon has been gmcrated electronically - the user 

f the software can make amendments and additions to the tm of the rcpon SHL Group plc and its associated companies c m o t  guarantee that the contents of this rcport are 

,e unchanged output of the wmputcr system We can accept no liability for the wnscqumces of the use of this nport and this excludes liability of every kind (including 

egligencc) for its contents. This npo* is wnfidmtial and should not be published in any way - we cannot accept any liability if it is. 

SHL is a trademark of SHL Group pic registered in the UK and in other countries. 

Contact DebUr: Saville & Holdsworth (UK) Ltd - Tcl: +44 181 398 4170 -Fax: +44 181 398 9544 

http://www.shlgroup.wm - Email: info@hlgroup.wm 
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CASE STUDY 10 

MQ.M5 

2 January, 2001 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

@ SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 10's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 10 on the Motivation QUestio~aire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 10's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Case Study 10 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase his investment of motivational energy in a task. Competition 
with others is also sometimes a source of energy and he is likely to be more energised in a 
competitive environment. Pressure of work and tight deadlines are additional factors which tend 
to increase his drive. 
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e impact on 

I Motivators I Demotivators I 

I Acknowledgement and praise for his 
achievements I Lack of recognition, 

Work and effort unnoticed I 
I Good level of pay and benefits I Modest or unfair remuneration I 

Expert version 1 . 3 ~  MQ Pack v1.3 



CASE STUDY 10 
2 January. 2001 

MQ.M5 

Situations with moderate impact on 
Case Study 10's Motivation 

Motivators 1 Demotivators 

Tight deadlines, 
Working under pressure 

Leisurely pace of work, 
Lack of pressure 

Time for outside activities and home life 1 Excessive demands on his time 

Demanding targets, 
Overcoming difficulties 

Competitive atmosphere 

Responsibility, Influence, Authority 

High ethical and work standards I Cutting corners, Immoral decisions 

Easy objectives, 
Lack of targets 

No scope to compare performance or 
compete with others 

Prospect of failure 

Being bypassed in decision making 

Secure or congenial conditions I Insecurity or discomfort 

Opportunities for personal growth 1 No opportunities to learn 

Stimulating and varied or creative work 1 Very routine or boring work 

Control of his own approach to work I Very close supewision, 
Lack of autonomy 

Expert version 1 . 3 ~  

Good prospects for career advancement 

Being accorded respect for his position 

MQ Pack v1.3 

Unfair promotion decisions, 
No prospects 

Lack of respect or inappropriate 
treatment from others 
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Situations with little or no impact on 
Study 10's Motivation 

Commercial or noncommercial objectives. 

Contact with other people at work. 

Dearee of structure in tasks. 

The data in this report is based upon the following Sten scores: 
E1=6, E2=5, E3=7, E 4 4 ,  E5=6, E 6 4 ,  E7=5, S1=3, S2=7, S3=3, S4=7, S54,11=4, 
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n i s  repon was generated using the SHL Hvman Rcsoum Manag-t Systnn. The ux of this qucstionnairc is limited to those people who have received specialist haining in 

ts use and intnprctation. The npon hcrein is gmmted from the results of a questionnaire snswcnd by the nspndent(s) and substantially reflcets the answers made by t h m  
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study ll's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on her motivation. The 
graph is a representation of the profile of Case Study 11 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study ll 's  motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Case Study ll 's  motivation to work hard and sources of energy tend to lie in her response to 
environmental and external factors rather than inner drive. 
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Situations with consi 

1 Motivators I Dernotivators 1 
I Case Study 11 did not describe any areas as being I 
I strongly motivating or demotivating for her. I 
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Situations with moderate impact on 
Case Study I 1's Motivation I 

I Motivators 1 Dernotivators I 

I Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets I 

I Recognition, Praise for achievements ( Good work or effort unnoticed ( 
I Secure or congenial conditions I insecurity or discomfort I 
1 Opportunities for personal growth 1 No opportunities to learn I 
1 Stimulating and varied or creative work I Very routine or boring work ( 
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Control of her own approach to work 

Good prospects for career advancement 
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Very close supewision, 
Lack of autonomy 

Unfair promotion decisions, 
No prospects 



CASE STUDY 11 
2 January, 2001 

MQ.M5 

Pressure of work, Deadlines, Bustling or calm environment. 

Competition with others. 

Level of responsibility, Involvement in decision making. 

Level of involvement in work, need for overtime. 

Commercial or noncommercial objectives. 

Contact with other people at work. 

I Need to take a pragmatic view on ethical issues. I 
I Degree of structure in tasks. I 
I Generosity of financial benefits. I 
I Respect for status and position. I 

The data in this report is based upon the following Sten scores: 
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REPORT COMMENTARY 

his rcport was g a d  using the SHL Human R c s o m  Maaagcmcllt System The usc of this qucstionnaLc is limited to t h e  people who have received spceialist eaining ir 
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f the software can make ammdmmts and additions to the text of the nport. SHL Gmup plc and its associated companies cannot guarantee that the contents of this wrt are 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 12's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on her motivation. The 
graph is a representation of the profile of Case Study 12 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 12's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Case Study 12 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase her investment of motivational energy in a task. Competition 
with others is also sometimes a source of energy and she is likely to be more energised in a 
competitive environment. 
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udy 12's Motivation 

I Motivators 1 Demotivators I 

I Challenging targets, 
Overcoming difficulties 

Easy objectives, 
Undemanding work I 

I Control of her own approach to work I Close supervision, Lack of autonomy I 
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Situations with moderate impact on 
Case Study 12's Motivation 

( Motivators 1 Dernotivators 

Responsibility, Influence, Authority Being bypassed in decision making 

Competitive atmosphere 

I Meeting people, Helping others I Conflict, Isolation from other people 

No scope to compare performance or 
compete with others 

Prospect of failure 

I Recognition, Praise for achievements I Good work or effort unnoticed 

I High ethical and work standards I Cutting corners, Immoral decisions 

I Secure or congenial conditions I Insecurity or discomfort 

I Opportunities for personal growth I No opportunities to learn 

I Stimulating and varied or creative work I Very routine or boring work 

I Clear systems and work structures I Ambiguous unstructured environment 

I Good level of ~ a v  and benefits I Unfair remuneration decisions 
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Good prospects for career advancement 
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Unfair promotion decisions, 
No prospects 

- 
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Situations with little or no impact on 
Case Study 12's Motivation I 

I Pressure of work, Deadlines, Bustling or calm environment. I 
Level of involvement in work, need for overtime. 

Commercial or non-commercial objectives. 

Respect for status and position. 

The data in this report is based upon the following Sten scores: 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 13's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 13 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 13's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

The need to avoid failure experiences and the danger of leaving himself open to adverse 
criticism can be a strong driving force for Case Study 13. Case Study 13 responds well to 
stretching targets and challenges. The need to overcome difficulties could well increase his 
investment of motivational energy in a task. Competition with others is also sometimes a source 
of energy and he is likely to be more energised in a competitive environment Pressure of work 
and tight deadlines are additional factors which tend to increase his drive. 
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Situations with 
Case Study 13' I 

I Motivators I Dernotivators 1 

Expert version 1 . 3 ~  

Stimulating and varied or creative work 

Good level of pay and benefits 

Prospects for career advancement 
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Routine or uninteresting work 

Modest or unfair remuneration 

Slow progression, 
Unfair promotion decisions 
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Situations with modera act on 
Case Study 13's Motiv 

Motivators I Demotivators 

Tight deadlines, 
Working under pressure 

Leisurely pace of work, 
Lack of pressure 

- - 

Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets 

Competitive atmosphere I No scope to compare performance or 
compete with others 

Pros~ect of failure I 
Responsibility, Influence, Authority 

Tlme for outside activities and home life 

Recognition, Praise for achievements I Good work or effort unnoticed 

Being bypassed in decision making 

Excessive demands on his time 

Commercial activity, Creating wealth 

- - -- 

High ethical and work standards 

No emphasis on cash value of work 

-- 

Cutting corners, Immoral decisions 1 -  
Lack of job security I 
Clear systems and work structures I Ambiguous unstructured environmenl 

Control of his own approach to work I Very close supervision, 
Lack of autonomy 

Being accorded respect for his position Lack of respect or inappropriate 
treatment from others 

Expert version 1 . 3 ~  MQ Pack v1.3 



CASE STUDY 13 
2 January, 2001 

MQ.M5 

Situations with little or no i 
Case Study 13's Motivation 

I Contact with other people at work. I 
I Opportunities for self development. I 

The data in this report is based upon the following Sten scores: 
E1=7, E2=4, E3=6, E4=8, E5=5, E6=4, E7=6, S1=2, S2=3, S3=3, S4=1, S5=2, I1=6, 
1 2 4 ,  I3=3, X1=9, X2=9, X3=5 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 14's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 14 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 14's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Working to achieve challenging targets is a driving force for Case Study 14. He is energised by 
demanding objectives and the need to overcome difficulties. Competition is also sometimes a 
source of energy for Case Study 14 and he is likely to respond well to a competitive 
environment. He tends to be activated by pressure of work and tight deadlines. He likes to be 
constantly on the go. 
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with considerable impact on 
14's Motivation 

I Motivators I Demotivators I 

I Challenging targets, 
Overcoming difficulties 

Easy objectives, 
Undemanding work I 

I Secure and pleasant conditions ( Job insecurity or discomfort conditions ( 
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Situations with moderat 

1 Motivators 1 Demotivators 1 
- 

Tight deadlines, 
Working under pressure 

Competitive atmosphere 

Leisurely pace of work, 
Lack of pressure 

No scope to compare performance or 
compete with others 

Responsibility, Influence, Authority 

-- 

I High ethical and work standards 

Being bypassed in decision making 

Meeting people, Helping others 

Recognition, Praise for achievements 

I Cutting corners, Immoral decisions ( 

Conflict, Isolation from other people 

Good work or effort unnoticed 

I Opportunities for personal growth I No opportunities to learn ( 
I Stimulating and varied or creative work I Very routine or boring work I 
I Fluid unstructured environment I Rule bound procedural organisation I 

I Control of his own approach to work I Very close supervision, 
Lack of autonomy I 

I Good level of ~ a v  and benefits I 

I Good prospects for career advancement 

Unfair remuneration decisions 

Unfair promotion decisions, 
No prospects I 
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Situations with little or no impact on 
Case Study 14s Motivation 

I Prospect of failure. I 
I Level of involvement in work, need for overtime. I 
I Commercial or noncommercial objectives. I 
I Respect for status and position. I 

The data in this report is based upon the following Sten scores: 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 15's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 15 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 15's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Working to achieve challenging targets is a driving force for Case Study 15. He is energised by 
demanding objectives and the need to overcome difficulties. He tends to be activated by 
pressure of work and tight deadlines. He likes to be constantly on the go. 

Expert version 1.32 MQ Pack v1.3 



Level of Activity 

Achievement 

Competition 

Fear of Failure 

Power 

Immersion 

Commercial Outlook 

Affiliation 

Recognltion 

Personal Principles 

Ease and Security 

Personal Growth 

Interest 

Flexibility 

Autonomy 

Material Reward 

Progression 

Status 



CASE STUDY 15 
2 January, 2001 

MQ.M5 

I Motivators I Demotivators I 

I Challenging targets, 
Overcoming difficulties 

Easy objectives, 
Undemanding work I 
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Working to noncommercial objectives 

Few opportunities to learn 

Slow progression, 
Unfair ~romotion decisions 
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Situations with moderate impact on 
Case Study 15's Motivation I 

I Motivators 

I Tight deadlines, 
Working under pressure 

Leisurely pace of work, 
Lack of pressure I 

I Involvement in job, I No scope for extra commitment to job 
Work requiring time and energy I 
Responsibility, Influence, Authority 

I Recognition, Praise for achievements I Good work or effort unnoticed I 

Being bypassed in decision making 

High ethical and work standards Cutting corners, Immoral decisions 

Secure or congenial conditions 

I Being accorded respect for his position Lack of respect or inappropriate 
treatment from others 

Insecurity or discomfort 

Control of his own approach to work 

Good level of pay and benefits 
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Lack of autonomy 
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Competition with others. 

Prospect of failure. 

Contact with other people at work. 

Variety and interest value of work. 

Degree of structure in tasks. 

The data in this report is based upon the following Sten scores: 



CASE STUDY 15 
2 January, 2001 

MQ.M5 

REPORT COMMENTARY 

his  nport was generated using the SHL Human Rcsounx Management Syrtnn lhe use of tbis qucstiomain is limited to those people who have received spccialin mining in 

ts use and intnprctatioa Tbe report herein is generated fmm the nsults of a qucstionnaim answered by the rtspndcnt(s) and subsfantially reflects the m a s  made by them 

h e  consideration must be givcn to the subjective nature of qucstiomuirc-based ratings in the intnprctation of tbis data Tbis report has been gcncratcd electronically - the usn 

,f the software ean make amendments and additions to the text of the report SHL Cnoup plc and its associated companies cannot guarantee that the contents of this report are 

he unchanged oufput of the computc~ system We can accept no liability for the consqucnccs of the use of this report and this excludes liability of may kind (including 

tegligeoce) for its contmts. This report is confidential and should not be published in any way - we cannot accept any liability if it is. 

SHL is a trademark of SHL Group pic registered in the UK and in other countries. 

Contact Detnils: Savillc & Holdswortb (UK) Ltd - Tel: +44 181 398 4170 - Fax: +44 181 398 9544 

hnp:lhvww.shl~up.com - Email: inf@hlgroup.com 

Also: Fxk H u m  h m n  Ltd W), SHL AspmTw. SHL Aumdib SHL Bslgivm SHL Canada, SHL China S-h Ltd, SHL Damd, SHL Finland. SHL Fmnss, SHL Gnmany. SHL 

k c .  SHL How Knrg SHL Hungny. SHL Indones*, SHL Inland. SHL luly, SHL Jamaicq SHL I- SHL K- SHL Maim. SHL Nnhcrl.ndr. SHL NmUnnd,  SHL Nmusy, 

SHL Poland SHL Pmrugnl, SHL Russia, SHL Saudi Anbia. SHL S i n g a p ,  SHL South Mica, SHL Spnin, SHL Swcdq  SHL W e y ,  SHL UK. SHL USA. 
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Automated 
Narrative 
Report 

Motivation Profile 

CASE STUDY 16 

2 January 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

0 SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries 
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The Motivation Questionnaire is a self report questio~aire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 16's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 16 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 16's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Working to achieve challenging targets is a driving force for Case Study 16. He is energised by 
demanding objectives and the need to overcome difficulties. Competition is also sometimes a 
source of energy for Case Study 16 and he is likely to respond well to a competitive 
environment. He tends to be activated by pressure of work and tight deadlines. He likes to be 
constantly on the go. 
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( Motivators I Demotivators I 

I Challenging targets, 
Overcoming difficulties 

Moderate objectives, 
Undemanding work I 

I Stimulating and varied or creative work / Routine or uninteresting work I 
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Situations with moderate impact on 
Case Study 16's Motivation 

Motivators I Demotivators 

Commercial activity, Creating wealth I No emphasis on cash value of work 

Tight deadlines, 
Working under pressure 

Competitive atmosphere 

Responsibility, Influence, Authority 

Meeting people, Helping others I Conflict, Isolation from other people 

Leisurely pace of work, 
Lack of pressure 

No scope to compare performance or 
compete with others 

Being bypassed in decision making 

Recognition, Praise for achievements I Good work or effort unnoticed 

High ethical and work standards I Cutting corners, Immoral decisions 

Lack of job security I 
Opportunities for personal growth I No opportunities to learn 

Clear systems and work structures I Ambiguous unstructured environment 

Expert version 1 . 3 ~  

Control of his own approach to work 

Good level of pay and benefits 

Good prospects for career advancement 

MQ Pack v1.3 

Very close supervision, 
Lack of autonomy 

Unfair remuneration decisions 

Unfair promotion decisions, 
No prospects 
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Situations with little or no impact on 
Case Study 16's Motivation 

I Prospect of failure. I 
I Level of involvement in work, need for overtime. I 
I Respect for status and position. I 

The data in this report is based upon the following Sten scores: 
E1=6, E2=8, E3=7, E4=5, E5=5, E6=6, E7=7, S1=6, S2=3, S 3 4 ,  S4=1, S5=6, I1=9, 
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I 
I REPORT COMMENTARY 

This report was generated using the SHL Human R c s o m  Management System The use of this questionnaire is limited to those people who have neeived specialist wining in 

its use and intcrpntation. The nport herein is gcncratcd fmm the m l t s  of a questionnaire answend by the nspondcnt(s) and substantially reflects the answers made by them. 

Due considation must be given to the subjeetivc nahln of questionnaire-based ratings in the intnprcmtion of this data This nport has bem gcncrated elcetmnicslly - the user 

of the softwars can d e  amendments and additions to the text of the nport. SHL Group plc and its associated wmpanics m o t  guarantee that the wntcnts of this report are 

the unchanged oulput of the computer system We can accept no liability for fie wnscqumcu of thc use of this repmi and this cxcludcs liability of every kind (including 

negligence) for its wntcnts. This nport is wn!idmtial and should not be published in any way - we cxumt accept any liability if it is. 

SHL is a trademark of SHL Group pic registered in the UK and in other countries. 

Contact Details: Savillc & Holdsworth (LIK) Ltd - Tek +44 181 398 4170 -Fax: +44 181 398 9544 

http://w\w.shlgroup.com - Email: info@hlgroup.com 

Also: Park H u m  Repoweg Ltd W). SHL -Tree. SHL Aupudin, SHL Bslgivm SHL Cmad.. SHL Chiru S-h LtQ SHL DmMlk, SHL Finland, SHL France, SHL Osrmany, SHL 

Gnta, SHL Hong Kmg, SHL Hungw, SHL Indmss4 SHL Wand, SHL Itdy, SHL J r m p i q  SHL J a w ,  SHL K- SHL Msrim. SHL Ncthalmds, SHL New U a n d ,  SHL Noway, 

SHL P O W  SHL Port@, SHL Russia. SHL Saudi Anbi4 SHL Sing-, SHL South Africa, SHL Spain, SHL Swcdm. SHL Turlrey, SHL UK. SHL USA. 
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Report 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

@ SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 17's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 17 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 17's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Working to achieve challenging targets is a driving force for Case Study 17. He is energised by 
demanding objectives and the need to overcome difficulties. Competition is also sometimes a 
source of energy for Case Study 17 and he is likely to respond well to a competitive 
environment. He tends to be activated by pressure of work and tight deadlines. He likes to be 
constantly on the go. The need to avoid failure experiences and any danger of leaving himself 
open to adverse criticism can also be a source of motivational energy. 
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I Motivators 1 Demotivators 

I Work which is beneficial to society I 
Challenging targets, 
Overcoming difficulties 

Pressure to cut corners, 
Unethical decisions 

Easy objectives, 
Undemanding work 

Expert version 1 . 3 ~  

Scope for personal growth 

Stimulating and varied or creative work 

MQ Pack v1.3 

Few opportunities to learn 

Routine or uninteresting work 
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moderate impact on 

Motivators I Demotivators 

Tight deadlines, 

Competitive atmosphere 

Prospect of failure 

Leisurely pace of work, 
Lack of pressure 

No scope to compare performance or 
compete with others 

Responsibility, Influence, Authority I Being bypassed in decision making 

Time for outside activities and home life I Excessive demands on his time 

Commercial activity, Creating wealth 1 No emphasis on cash value of work 

Meeting people, Helping others I Conflict, Isolation from other people 

Recognition, Praise for achievements I Good work or effort unnoticed 

Secure or conaenial conditions I lnsecurihr or discomfort 

Control of his own approach to work 

Good prospects for career advancement 

Very close supervision, 
Lack of autonomy 

Good level of pay and benefits 

Unfair promotion decisions, 
No prospects 

Unfair remuneration decisions 
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Degree of structure in tasks. 

Respect for status and position. 

The data in this report is based upon the following Sten scores: 
E1=6, E2=7, E3=6, E4=8, E5=6, E6=5, E7=6, S1=6, S2=3, S3=9, S4=7, S5=7, I1=8, 
I2=8, I3=5, X 1 4 ,  X2=4, X3=1 
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REPORT COMMENTARY 

his report war generated using the SHL Human Resource Managrmcnt System, The uw of this quenimnak is limited to those people who have received specialist training in 

s use and intcrpntation. The nport herein is generated from the mlt s  of a qudmnak  a n s w d  by the mpondenqs) and substantially reflects the answers made by them. 

h e  consid~~~t ion muR be given to the subjective nahm of questionnaire-based ratings in the intcrpraation of this data This report has bccn generated cleemnically - the user 

f the sohare can make amendments and additions to the text of thc nport. SHL Group plc and its associated sompania m o t  guaranlce that the contents of this report me 

IC unchanged output of the computcr system We can accept no liability for the consequences of the uw of this nporl and this ucludes liability of wcry kind (including 

cgligence) for its contents. This report is confidential and should not be published in any way - we -01 accept any liability if it is. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 

Contact DeWls: Saville & Holdworth (UK) Ltd - Tel: +44 181 398 4170 -Fax: +44 181 398 9544 

hnp://www.shlgroup.wm - Email: info@hlgroup.com 

Aim: Park H u m  Rcsourcu Ltd (UK), SHL AlpaiTne, SHL A d i a .  SHL Belgium SHL Canad% SHL China k a h  L14 SHL DnnnsrL. SHL FinW SHL P m a .  SHL W, SHL 
Grrrcc, SHL Hong Konk SHL Hungny, SHL Indonssia. SHL Ireland SHL Italy. SHL I-iu. SHL Iaw, SHL K- SHL Mndco, SHL NsthrrluLda, SHL Nru Zealand SHL Noway, 

SHL Poland SHL Pormsnl, SHL Russia. SHL Saudi Arabia, SHL Sing.pors, SHL Sowh Mica, SHL Spai~ SHL Sweden, SHL Tutkey. SHL UK, SHL USA. 
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Automated 
Narrative 
Report 

Motivation Profile 

CASE STUDY 18 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

0 SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 18's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on her motivation. The 
graph is a representation of the profile of Case Study 18 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 18's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Case Study 18 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase her investment of motivational energy in a task. Competition 
with others is also sometimes a source of energy and she is likely to be more energised in a 
competitive environment. Pressure of work and tight deadlines are additional factors which tend 
to increase her drive. 
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I Motivators I Demotivators I 
-- -- 

Challenging targets, 
Overcoming difficulties r - - - 

Easy objectives, 
Undemanding work I 

I Work which is beneficial to society I Pressure to cut corners, 
Unethical decisions I 
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I Motivators I Dernotivators I 

I Tight deadlines, 
Working under pressure 

Leisurely pace of work, 
Lack of pressure I 

Competitive atmosphere No scope to compare performance or 
compete with others 

Commercial activity, Creating wealth No emphasis on cash value of work 

Meeting people, Helping others 

Recognition, Praise for achievements 

Conflict, Isolation from other people 

Good work or effort unnoticed 

Secure or congenial conditions 

I Control of her own approach to work 

Insecurity or discomfort 

Opportunities for personal growth 

Stimulating and varied or creative work 

Very close supervision, 
Lack of autonomy I 

No opportunities to learn 

Very routine or boring work 

I Good level of pay and benefits I Unfair remuneration decisions I I Good prospects for career advancement Unfair promotion decisions, 
No ~ r o s ~ e c t s  I 
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I Prospect of failure. I 
I Level of responsibility, Involvement in decision making. I 
I Level of involvement in work, need for overtime. I 

Degree of structure in tasks. 

Respect for status and position. 

The data in this report is based upon the following Sten scores: 
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REPORT COMMENTARY 

This reporcport was generated using the SHL Human Resourcc Management System The use of this questionnaire is limited to those people who have received specialist training in 

its uw and interpretation. The repon herein is generated from the results of a questionnaire answered by the rrspandent(s) and substantially reflects the answm made by thnn 

Due consideration musf be given to the subjective nature of questionnaire-based ratings in the intnpretation of this data. This report has bcm generated elecfronically - the user 

of the software can make 8mmdments and additions to the text of the report SHL Group plc and its associated companies m o t  guarantee that the contents of this report are 

the unchanged output of the computer systrm. We can aeccpt no liability for the consequences of the use of this repon and this excludes liability of evny kind (including 

negligence) for its contents. report is confidential and should not be published in any way - we cannot accept any liability if it is. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 

Contact Detail% Savillc & Holdsworth (UK) Ltd - Tel: +44 181 398 4170 -Fax: +44 181 398 9544 

hltp://wwv.shlgroup.com - Email: inf@hlgroup.com 

A h :  Park Humsn RssoUrr*i Ltd (UK), SHL AppmTsS. SHL Austmlia, SHL Belgium SHL Canada, SHL Chi- Ssnrsh Lt4 SHL Dmm& SHL Finland, SHL France, SHL Gmnany, SHL 

k c ,  SHL Hong Konk SHL Hungmy, SHL Indoncsh SHL Irclnnd SHL Italy. SHL Jarnaicq SHL 1- SHL Koru, SHL Msrim, SHL NeberIand* SHLNnv Zsaland, SHL N o m y ,  

SHL P o l 4  SHL Porngal, SHL Russia, SHL Saudi Arabia, SHL Singapom SHL S o u t h ~ f i c q  SHL Spin, SHL Svvcdm, SHL TurLcy. SHL UK, SHL USA. 
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This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 

@ SHL Group plc. 1998. All Rights Reserved. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries, 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Case Study 19's energy and drive as well as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 19 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 19's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Main Sources of Drive and Energy 

Case Study 19 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase his investment of motivational energy in a task. 
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1 Motivators 1 Demotivators I 
I Stimulating and varied or creative work I Routine or uninteresting work I 
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Situations with moderate impact on 
Case Study 19's Motivation I 

I Motivators I Dernotivators 1 
Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets 

Responsibility, Influence, Authority 

I High ethical and work standards I Cutting corners, Immoral decisions I 

Being bypassed in decision making 

Commercial activity, Creating wealth 

Recognition, Praise for achievements 

I Lack of job security I I 

No emphasis on cash value of work 

Good work or effort unnoticed 

I Opportunities for personal growth I No opportunities to learn I 

I Control of his own approach to work I Very close supervision, 
Lack of autonomy I 

I Good prospects for career advancement Unfair promotion decisions, 
No ~ r o s ~ e c t s  I 
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Situations with little or 

I Pressure of work, Deadlines, Bustling or calm environment. 

I Com~etition with others. 

Prospect of failure. 

Level of involvement in work, need for overtime. 

Contact with other people at work. 

Degree of structure in tasks. 

Generosity of financial benefits. 

Respect for status and position. 

The data in this report is based upon the followina Sten scores: 
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'his npon was generated using the SHL. Human Resource Management System The use of this qustionnairs is limited to those pmple who have received v i a l i s t  mining in 

ts uw and intc'pntstion. The repon herein is generated from the results of a qucstionnain amvcnd by the respondcnt(s) and substantially reflects the  CIS made by them. 

he consideration must be givm to the subjective nahlrc of qucrtionnaifibascd ratings in the intnpretation of this data Thia repon has bcm generated clcetronically - the uscr 

sf the s o h  can make amendments and additions to the text of the nport SHL. Gmup plc and its associated companies m o t  guarantee !hl the contents of this repoR an 

he unchanged output of the computer system We can accept no liability for the coMeqvmce of the use of this ~cport and this excludes liability of every kind (including 

egligmee) for its contents. This npon is confidmtial and should not be plblishd in any way - we m o t  accept any liability if it is. 

SHL is a trademark of SHL Group pic registered in the UK and in other countries. 

Coatact Details: SaviUe & Hol&wotih (UK) Ltd- Tcl: +44 181 398 4170 -Fax: +44 181 398 9544 

http:l/w~u.shlg~oup.cam - Email: info@hlg~oup.urm 

Also: Park Human R c O o ~ m e ~  Lld RIK), SHL ArpnTree, SHL Ausualin. SHL Belgium SHL Canrd.. SHL Chi= S-h Ltd, SHL h m a h  SHL Finland, SHL F-, SHL Clcrmany, SHL 

Gmcc, SHL Hong Kon& SHL Hungsry, SHL Indnxsia, SHL I r d d  SHL Italy, SHL Jamaica, SHL Japan, SHL K- SHL Marim. SHL Nnhalsnds, SHL NsvZcdmd, SHL Nmay,  

SHL Poland, SHL Pnfugsl, SHL R u s h  SHL Saudi Arabia, SHL Singapore, SHL South Abiu. SHL Spain, SHL Sweden, SHL Turkey, SEIL.UK, SHL USA. 
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Report 

This report is confidential and must not be 
disclosed without authorisation from a 

person trained in the interpretation of SHL 
Motivation Questionnaires 
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The Motivation Questionnaire is a self report questionnaire designed to identify the situations 
and events that influence a person's motivation to work. The results provide an indication of the 
sources and amount of Study 20's energy and drive as well-as the factors in the work 
context which are likely to have a strong positive or negative impact on his motivation. The 
graph is a representation of the profile of Case Study 20 on the Motivation Questionnaire. Long 
bars indicate areas of strong impact on motivation. There will generally be potential for both 
motivation and demotivation associated with such a bar. Short bars represent areas of little 
importance to Case Study 20's motivation. Bars that extend below the central line indicate a 
reversed motivational effect. For example, on the 'Flexibility' scale, a bar above the line 
indicates a person who is motivated when working in a fluid environment and demotivated by a 
structured environment. A bar below the line indicates a person who is motivated by structure 
and demotivated by ambiguity. 

Case Study 20 responds well to stretching targets and challenges. The need to overcome 
difficulties could well increase his investment of motivational energy in a task. Pressure of work 
and tight deadlines are additional factors which tend to increase his drive. 
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I Motivators I Dernotivators I 
I Influence, Authority, Power Lack of responsibility, 

No i n ~ u t  in decision makina 

/ Good level of pay and benefits I Modest or unfair remuneration I 

Acknowledgement and praise for his 
achievements 

Secure and pleasant conditions 

Scope for personal growth 

Clear systems and work structures, 
Firm guidelines 

I Prospects for career advancement I Slow progression, 
Unfair promotion decisions I 

Lack of recognition, 
Work and effort unnoticed 

Job insecurity or discomfort conditions 

Few opportunities to learn 

Unstructured environment, 
Set procedures ignored 

I Being accorded respect befitting his I Lack of respect or appropriate status 
~osi t ion differentiation I 
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Situations with moderate impact on 
Case Study 20's Motivation 

I Motivators I Demotivators 

I Tight deadlines, 
Working under pressure 

Leisurely pace of work, 
Lack of pressure 

Demanding targets, 
Overcoming difficulties 

Easy objectives, 
Lack of targets 

Prospect of failure 

Meeting people, Helping others 

I Control of his own approach to work I 

Conflict, Isolation from other people 

High ethical and work standards 

Stimulating and varied or creative work 

Very close supervision, 
Lack of autonomy 

Cutting corners, Immoral decisions 

Very routine or boring work 
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Situations with little or no impact on 
se Study 20's Motivation 

I Competition with others. I 
I Level of involvement in work, need for overtime. I 
I Commercial or noncommercial objectives. I 

The data in this report is based upon the following Sten scores: 
E1=7, E2=5, E 3 4 ,  E4=3, E5=7, E6=6, E7=5, S1=6, S2=9, S3=6, S4=9, S5=7, I1=3, 

MQ Pack v1.3 



CASE STUDY 20 
2 January, 2001 

MQ.M5 

REPORT COMMENTARY 

This repon was g o l d  using the SHL Human R e s o w  Management System The use of this questiomaire is limMted to those people who have received specialist mining in 

its use and interpretation. The report hmin  is genmted fmm the results of a questionnaire answered by the responden@) and substantially reflects the answers made by thcm 

Due consideration must be given to the subjective nahlr~ of qucstionnairvbaszd ratings in the interpretation of this dab. This npoR has been generated elcdmnically - the user 

of the software can make amcndmcnts and additions to the text of the nponport SHL Group plc and its amia ted  companies cannot guarantee that the contents of this nport are 

the unchanged output of the computer system We ean accept no liability for Ihe consequences of the use of this nport and this excludcs liability of cvcry kind (including 

negligence) for its contents. This report is confidential and should not be published in any way - we cannot accept any liability if it is. 

SHL is a trademark of SHL Group plc registered in the UK and in other countries. 

Contact Details: Saville & Holdswoorth (UK) Ltd - Tel: +44 181 398 4170 - Fax: +44 I81 398 9544 

hUp:llw.shlgmup.com - Emil: info@blgmup.com 

Also: Park H m  Rssoms Ltd (UK). SHL A~pmTrrs, SHL AusUalia, SHL Bclgiw SHL Cm&, SHL Chino Search Ltd, SHL Dmmsrk SHL Finland, SHL F m .  SHL Gmnany, SHL 

m. SHL Hong Konk SHL Hungilry. SHL lndoncsia, SHL lrsland SHL Itrly. SHL Jamaica, SHL J a m  SHL K- SHL Muim. SHLNnhalmds, SHL New Zealand, SHL N o m y ,  

SHL Poland. SHL P m a ,  SHL Russia, SHL Saudi Arabia, SHL Singnporr, SHL Souh Africa, SHL Sp* SHL Swsdsn. SHL TurLcy. SHL UK, SHL USA. 
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